-

AD-A251 396 | o
(R

.........-................... S"'UDY EEEXXXXEEE

The views expremed in this paper are thoss of the suthor
and do not necessarily reflect the views of the PROJECT
Depurtment of Defense or any of its agemcies. This

document may not be released for open publication uatl

it has besn cleared by the appropriate military sesvice or
govemnment agency. .

T e 8 s 0 s e 0

" e s 8 e s s e

AN OVERVIEW OF THE ROLE OF THE UNIT MINISTRY TEAM (UMT)
. IN OPERATION DESERT SHIELD/DESERT STORM
WITH A CRITICAL EVALUATION OF RELIGIOUS SUPPORT ACTIVITIES
AND TECHNICAL DOCTRINE, AND COMMAND TEAM ASSESSMENT

UMT ACTIONS, CAPABILITIES AND EFFECTIVENESS cDTH

ELECTE B“
BY JUN 181592

]
\

P R N R N

COLONEL HERMAN KEIZER, JR., CHAPLAIN A
COLONEL KENNETH A. SEIFRIED, CHAPLAIN
LIEUTENANT COLONEL DAVID L. HOWARD, CHAPLAIN
and
LIEUTENANT COLONEL JOSEPH E. MILLER, CHAPLAIN

=

=N

—— |

T

== DISTRIBUTION STATEMENT A: Approved for public release.
:_;:_':m Dilstribution is unlimited.

— 0

=00

USAWC CLASS OF 1992

U.S. ARMY WAR COLLEGE, CARLISLE BARRACKS, PA 17013-5050

* 0 o
PR EEEE R R R R R B R B R R AR R N

=3
i 74

5
w ¥
i
»
&
8




SECURITY CLASSIFICATION OF TRIS PAGE

Form Approved
REPORT DOCUMENTATION PAGE OMB No. 0704-0188
1a. REPORT SECURITY CLASSIFICATION 1b. RESTRICTIVE MARKINGS
Unclassified
2a. SECURITY CLASSIFICATION AUTHORITY 3. DISTRIBUTION / AVAILABILITY OF REPORT
Approved for public release; distribution is
2b. DECLASSIFICATION / DOWNGRADING SCHEDULE unlimited.
4. PERFORMING ORGANIZATION REPORT NUMBER(S) 5. MONITORING ORGANIZATION REPORT NUMBER(S)
6a. NAME OF PERFORMING ORGANIZATION 6b. OFFICE SYMBOL 7a. NAME OF MONITORING ORGANIZATION
U.S. Army War College (if applicable)
Carlisle Barracks
6c. ADDRESS (City, State, and 2IP Code) 7b. ADDRESS(Cit)}, ftate, and ZIP Code)
Carlisle, Pennsylvania 17013-5050
-&... NAME OF FUNDING /SPONSORING 8b. OFFICE SYMBOL 9. PROCUREMENT INSTRUMENT IDENTIFICATION NUMBER
ORGANIZATION (Iif appiicable)
8¢c. ADDRESS (City, State, and ZIP Code) 10. SOURCE OF FUNDING NUMBERS
PROGRAM PROJECT TASK WORK UNIT
ELEMENT NO. NO. NO. IACCESSION NO.

11. TITLE (Indude Securfty Classification) An Overview of the Role of the Unit Ministry Team (UMT) in Opera-
tion Desert Shield/Storm with a Critical Evaluation of Religious Support Activities and Tech-

nical Doctrinc, and Command Team Assessment of UMT Actions' Cagabilities. and Effectivepess

12. PERSONAL AUTHOR(S)

CH (COLs) Herman Keizer, Jr., Kenneth Seifried and CH‘LTCs! David Howard, 4ggggh Miller
13a. TYPE OF REPORT 13b. TIME COVERED 14. DATE QF REPORT (Year, Month, Day) U1S. PAGE COUNT
Final MSP FROM TO0 92/04/03 180

16. SUPPLEMENTARY NOTATION

17. COSATI CODES 18. SUBJEC-T TERMS (Continue on reverse if necessary and identify by block number)
FIELD GROUP SUB-GROUP

19. ABSTRACT (Continue on reverse if necessary and identify by block number)

Operation Desert Shield/Storm provides the United States military with the data to shape the
thinking of strategic planners as they design the forcu of the future. It is imperative
that the Chaplain Corps analyze the activities of the Unit Ministry Teams (UMTs) as they
performed religious support in this conflict to ensure that correct chaplain doctrine moves
with the Army into the future. This project utilizes observations and lessons learned
through personal interviews with Desert Shield/Storm commanders who are now students at the
U.S. Army War College, spouses of those commanders where applicable, and questionnaires from
the chaplains who served with these commanders in the Persian Gulf. The information
obtained from these so:res is critically evaluated in juxtaposition with current Army
Chaplain Corps doctrine and a military family support historical review in order to provide
pragmatic recommendations for effective religious support in the next war.

20. DISTRIBUTION / AVAILABILITY OF ABSTRACT 21. ABSTRACT SECURITY CLASSIFICATION
EKuNcLASSIFIEDAUNUMITED 3 samE as RPT CJ oTic USERS Unclassified

22a. NAME OF RESPONSIBLE INDIVIDUAL T 22b TELEPHONE (include Area Code) | 22c. OFFICE SYMBOL

CH (COL) JOHN W. SCHUMACHER, PROJECT AD (2120 _245-3479 AWCAA

DD Form 1473, JUN 86 Previous editions are obsolete. SECURITY CLASSIFICATION OF THIS PAGE




USAWC MILITARY STUDIES PROGRAM PAPER

An Overview of the Role of the Unit Ministry Team (UMT)

in Operation Desert Shield/Desert Storm

with a Critical Evaluation of Religious Support Activities

and Technical Doctrine,
and Command Team Assessment of UMT Actions,
Capabilities and Effectiveness

A GROUP STUDY PROJECT
by
Colonel Herman Keizer, Jr., Chaplain

Colonel Kenneth A. Seifried, Chaplain
Lieutenant Colonel David L. Howard, Chaplain

and
Lieutenant Colonel Joseph E. Miller, Chaplain

Accesion For

Colonel John W. Schumacher, Chaplain
Project Adviser

DISTRIBUTION STATEMENT A: Approved for pubuc
release; distribution is unlimited,

NTIS CRA&I v
DTIC TAB @
Undnnounced O
Jusli'|cat'°n D L LT L LR 7Y Ty
BY e
Dist. ibution |

-

Availability Coaes

U.S. Army War College
carlisle Barracks, Pennsylvania 17013

adl

- e

Avail anajor
Special

|

Dist

The vicws expressed in this paper are those of the
author and do not necessarily reflect the views of

the Department of Defense or any of its agencies.

This docvment may not be released for open publication
until it has been cleared by the appropriate mil{tarv
service or government agency.




ABSTRACT

AUTHORS: Herman Keizer, Jr., CH (COL), USA
Kenneth A. Seifried, CH (COL), USA
David L. Howard, CH (LTC), USA
Joseph E. Miller, CH (LTC), Usa

TITLE: An Overview of the Role of the Unit Ministry Team (UMT)
in Operation Desert Shield/Desert Storm with a Critical
Evaluation of Religious Support Activities and
Technical Doctrine, and Command Team Assessment of UMT
Actions, Capabilities and Effectiveness.

FORMAT: Group Study Project

DATE: 3 April 1992 PAGES: 180 CLASSIFICATION: Unclassified

Operation Desert Shield/Storm provides the United States
military with the data to shape the thinking of strategic
planners as they design the force of the future. It is
imperative that the Chaplain Corps analyze the activities of the
Unit Ministry Teams (UMTs) as they performed religious support in
this conflict to ensure that correct chaplain doctrine moves with
the Army into the future. This project utilizes observations and
lessons learned through personal interviews with Desert
Shield/Storm commanders who are now students at the U.S. Army War
College, spouses of those commanders where applicable, and
questionnaires from the chaplains who served with these
commanders in the Persian Gulf. The information obtained from
these sources is critically evaluated in juxtaposition with
current Army Chaplain Corps doctrine and a military family
support historical review in order to provide pragmatic
recommendations for effective religious support in the next war.
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INTRODUCTION

Operation Desert Shield/Storm provides the United States
Military with data which will shape the thinking of strategic
planners as they design the force of the future. 1In this
conflict, the U.S. Army fought the AirlLand Battle Doctrine
developed over the past decade. We fought an AirLand battle in a
distant area of the world where we had to project a very large
land force, a mix of both heavy and light forces. We will use
the lessons learned in this conflict to design future force
structures.

It is imperative that the Chaplain Corps analyze the
chaplain/chaplain assistant ministry that was performed in this
conflict to ensure that correct chaplain doctrine is in place as
we move with the Army into the future. The Chief of Staff of the
Army, General Gordon R. Sullivan, has challenged us to learn our
lessons well. These lessons learned will assist us in building
the strategic vision for our Army.

As we adapt to the post-Cold War world, the
key will be to maintain our momentum while
accommodating the changes in our environment.
Before we can begin to adapt functionally to
change, we must establish a vision for the
future Army - where are we headed? The
future Army must be a Total Force, trained
and ready to fight, serving our nation at
home and abroad; we must be a strategic force
capable of decisive victory. These are four
major challenges the Army confronts as we
move toward this vision.

Critical analysis of our actions in Desert Shield/Storm must
not be taken lightly. The results of that analysis must
contribute to the development of the doctrine which will be used

in the next war. Harlan K. Ullman cautions us to not so highly

regard our doctrine that we fail to examine it critically.




The most difficult task the services may have
in any lessons-learned review is evaluating
doctrine or service strategy. Doctrine -
defined to mean the operational art of
conducting battle - is holy writ because it
is central to the systems the services
obtain, to the preparations and training for
war, and to maintaining the professional
ethos and self-confidence crucial to winning
the war.....the services should take a
careful, agnostic look at the Gulf War, not
so much to prove their doctrine’s worth but
to determine whether a fair test of doctrine
really took place.?

Clausewitz also encourages a critical analysis of military
history and doctrine if we are to arrive at some theoretical
truths which will impact on our practical life.’ It is not the
intent of this paper to merely report out what was heard in the
interviews conducted, but to examine theories which will assist

in a critical evaluation of chaplain ministry and doctrine.

A STRATEGIC PERSPECTIVE

An analysis of chaplain doctrine may not seem like a proper
candidate for a Military Studies Program because, at first blush,
the project seems to focus at a tactical level and not at a
strategic or operational level. Placing this study in a broader
context will demonstrate that this is a very strategic level for
inquiry.

At the highest levels of our government the relationship
between church and state continues to occupy the energy of all
three branches of government. The many discussions which arise
out of the First Amendment to the Constitution concerning the
establishment and free exercise of religion are among the most
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sensitive discussions in our public square.

The nation is concerned to ensure that the members of the
armed forces are provided the opportunity to freely exercise
their freedom of religion while in the service of the nation.
The military chaplaincy is the strategic velicle designed by the
churches and the military to achieve that constitutional end.
The chaplaincy exists to provide soldiers with the oppcrtunity to
freely exercise their freedom of religion. 1In the language of
ends, ways and means, the end is the free exercise rights of the
soldier; the way is chaplain doctrine; the means is the
chaplaincy.

On November 23, 1977, Joel Katcoff and Allen Wieder
initiated in the District Court for the Eastern District of New
York a constitutional challenge to the Army Chaplaincy. Ruling
on the case on February 1, 1984, Judge McLaughlin declared the
Army Chaplaincy "a constitutionally permissible means to a
constitutionally mandated end."*

Chaplain Wayne Kuehne quotes the implications for the
chaplaincy as articulated by Drazin and Currey.

Since 1981, military chaplains have
emphasized that they are different from
civilian clergy. They have a three-fold
function. Like their civilian counterpart,
they minister to denominational needs of
their constituents in uniform. Yet because
of the unique nature of the military, that
ministry is more intense and elaborate.
Although assigned to a particular unit or
staff, chaplains must provide their services
throughout their area, wherever needed. Most
importantly they have a free exercise
responsibility to provide for the religious

needs of everyone. This does not mean that
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chaplains must perform religious services for
people not of their faith and, thereby,
violate their own faith. It means they will
do all in their power to make sure that
service is performed by a capable person.
This requires knowledge of the religious
needs of every unit or staff member and
follow through to ensure that their needs
have been met.’

Judge McLaughlin found the chaplaincy constitutional. He
based his decision on the rights of military personnel to the
constitutional guarantee of free exercise.

One may thus conclude that by the end of the
twentieth century, no matter what shape it
may earlier have had or what practices it
might have engaged in, the very raison d’etre
of the Army chaplaincy was solely and simply
to secure free exercise rights for military
personnel within the structure. While
chaplains surely also had a denominational
role and were ultimately responsible to their
own religious organization which empowered
and authorized their status as chaplains, the
constitutional basis for their existence was
that they provided for the free exercise

needs of the military commands to which they
were assigned.®

If the national strategic concern is to protect the First
Amendment guarantees of the soldier, the military strategic
objective is to provide the soldier the opportunity and the means
to practice his religious beliefs within the bounds of military
necessity.

Congress has acted to ensure that the military take
seriously the soldiers’ rights to free exercise. 1In 1984, the
Congress directed the Department of Defense to conduct a thorough
study of the services’ policy on the military accommodation of

religious practices. That policy review resulted in the




publication of Army policy in AR 600-20. The commander is tasked
with ensuring that the soldiers in the command are, within the
bounds of military necessity, able to freely exercise their
religious freedoms.

The interviews with commanders accomplished as a part of
this Military Studies Project will examine whether the commander
is in fact capable of fulfilling his requirements as outlined
above. Are the soldiers’ constitutional guarantees being met by
the commander? This study entails an analysis of charlain
doctrine, the structure of the chaplaincy, and the ability of the
chaplain to perform the religious support mission of the
commander in his responsibility to ensure the soldiers’

constitutional guarantees.

THE CHALLENGE OF THE FUTURE
This recent war, the changing face of the threat ii Europe,
and fiscal constraints are all converging to force the defense
establishment to analyze what kind of force needs to be designed
as the Army moves from a forward-deployed position to one which
will be largely based in the continental United States and
projected into places in which American interests are threatened.
This new mission will be accomplished by a smaller Army, but
likely not one less capable.
«ese. in this first crisis of the post-
Cold War era (or of the New World Order) it
was clear beyond doubt that sailing into
harm’s way continues to require capable,

ready, and deployable forces that are highly
trained and well led.’




Will projecting-the-force as opposed to forward-deploying
the force alter chaplain doctrine? In many ways it might.
Significant changes are envisioned which will take place under
this new way of operating. The Army will have twelve active
divisions: two in Europe, one in Korea, one in Hawaii, and eight
in the Continental United States (CONUS). The two divisions in
Europe will also have a project-the-force contingency mission.
Of the eight divisions in CONUS, five will be contingency forces.
That means the Army will have five divisions with brigade-sized
task forces on a constant state of alert. With five divisions
constantly training in the logistics of projecting the force,
installations will have fewer chaplains and chaplain assistants
available to accomplish ministry to families while units are
deployed for training.

Before doing the hard work of forging a vision of chaplain
ministry in the future, one must examine what was done in this
deployment and analyze current chaplain doctrine. This research
will include an examination of some critical pieces of Army
chaplain doctrine, but will alsc include an examination of
chaplain ministry to the soldiers’ family members. There is no
doctrine for family ministry, since doctrine is usually confined
to war fighting as an operational art. However, families are
inportant to the readiness of the soldier and his preparedness to

fight and survive on the battlefield.




METHRODULOGY

The purpose of this study is to provide a critical
evaluation of the ministries performed during the war in the
Persian Gulf and the doctrine which designed their functions.
Also being considered are the effects of these ministries on the
strategic perspective of preparations, deployment, maneuvers,
redeployment, family impact and reunion factors.

The UMT is always considered as a unit of two persons: one
chaplain and one enlisted chaplain assistant. The command team
consists of the commander and, where applicable, the commander’s
spouse.

During the academic year of 1991-92, a target audience with
first-hand information was available at the United States Army
War College. Represented in that class were thirty-seven senior
officers who had commanded units in Operations Desert Shield or
Desert Storm.

Upon approval by the U.S. Army War College faculty, and in
agreement with the Office of the Chief of Army Chaplains, three
guestionnaires were prepared for use as a research instrument to
obtain the necessary data which would become the focal point of
this project. These questionnaires were for the commanders, the
spouses of the commanders, and the chaplains who served with
these commanders in the Persian Gulf. In addition, several Major
Command (MACOM) Chaplains were also interviewed, and their
responses are incorporated into this project.

The interview questions were specifically designed, and




refined with the help of the Army War College faculty, to obtain
the most effective information for purposes of the thesis of this
project. Face-to-face interviews were conducted with the
commanders and commanders’ spouses in order to gain first-hand
information as well as the nuances of their unique situations.

All interviews were conducted during the months of October
through December 1991. The commanders’ and commanders’ spouses’
interviews were conducted personally and on location at Carlisle
Barracks, Pennsylvania, by the student chaplains. Responses to
the questions were both written and tape recorded by the student
chaplains, and their summaries, are included at Appendix D and E,
along with the original letter of request at Appendix B.

Temporary Duty (TDY) travel was requested and granted by the
Army War College faculty for the four student chaplains to travel
to Forts Bragg, Riley, Campbell, Stewart, McPherson and Colorado
Springs for personal interviews with senior command chaplains who
were a part of Operations Desert Shield and/or Desert Storm,
installation chaplains who were involved in the home base support
of the operations, and several unit chaplains who had been a part
of ministries during the Gulf War. The record of these
interviews appears in Appendices H-L.

The questionnaire for unit chaplains who had served under
the command of those who were now Army War College students was
mailed out under the auspices of the Office of the Chief of Army
Chaplains. The cover letter fron the Chief of Chaplains, and the

collated responses of the Desert Shield/Ccsert Storm chaplains




are at Appc uices F and G, respectively.

Those who commanded units during the operations provided
valuable information with regard to the guidance they gave to
their chaplains as well as the effectiveness of current Army
chaplain combat doctrine and practices in providing religious
support activities. Personal interviews with the spouses of
these commanders provided very useful information about family
support group operations at home stations as well as the
effectiveness of chaplain support during the predeployment,
deployment, redeplovment and reunion activities of their military
family members.

This project is prepared in partial fulfillment of the
requirements for graduation at the U.S. Army War College; but, it
is also written as a resource document to evaluate the
effectiveness of religious ministry support to service members
and their families with the goal of continuing to provide the
best possible means in the future for bringing God to people, and

people to God.

THE CHAPLAINCY AND THE MILITARY
The relationship between religious functionaries and the
military has a very long history. The book of Deuteronomy speaks
of "the priest anointed for war."® The chaplaincy expresses its
essential nature in the story of Saint Martin of Tours whose
cloak (cappella) was carried into the battle by a priest

(cappellanus). The chaplain has always been a member of one




institution (a priest of the church) serving in an institution
which belongs to another (the king’s army). The tensions between
these two all-encompassing institutions is not complex in a
sacral society, but is most complex in a pluralistic democratic
society. A chaplain leads a dual professional life as a member
of an organized religious body and as an Army officer. This
basic, dual professionalism accounts for much of the change and
conflict in the history of the chaplaincy.’

Chaplains are members of a uniquely designed ministry. Most
religious groups confer on them a different status than that
conferred on clergy who minister in congregations, parishes or
fellowships. In addition to military chaplaincy, the religious
groups place chaplains in hospitals, hospice care institutions,
prisons, on campuses and with industry.

These chaplaincies share some unique features. Chaplains
are committed to the spiritual well-being of all the members of
the organization. They serve members of faith groups other than
the one in which they hold membership, and they are committed to
a religious pluralism while maintaining affiliation with their
distinctive faith groups. The slogan for this type of ministry
has traditionally been "cooperation without compromise."

All chaplaincies, except for industrial chaplaincies,
perform ministry in a unique institution. Sociologist Erving
Goffman called this unique social structure a "Total
Institution."® A Total Institution is distinguished by the fact

that it controls, to an exceptionally large extent, the total
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lives of the persons involved. These institutions have such
strong "encompassing tendencies" that they become a "world" or a
"way-of-life" for their members. Institutions like prisons,
hospitals, asylums, monasteries, and military organizations are
all examples of Total Institutions.

Total Institutions have the following set of

characteristics:

1. All members live under a single authority in batch-
living conditions such as cells, t&ys, or wings;

2. activities are all tightly scheduied;

3 activities follow a single rational plan;

4. some kind of barrier exists between those inside and
those outside the organization;

5. rank and status distinctions are visible and understood
by all;

6. a dualism exists in how human needs are handled by a
small supervisory group and a very large group
bureaucratically managed;

' information and the flow of information is very tightly
managed; and

8. these institutions are incompatible with other elements
of society.!

The military is most clearly a Total Institution when it is

in training for war and is at war. Basic training for enlisted
soldiers is a model of a Total Institution and it most clearly

demonstrates the rites of passage for one to become a soldier.

11




This rite of passage is called a "liminal process (mortification
of the self)" in the sociological literature.!”? The transitional
process into the military organization is one of the most
powerful in modern American society.

Chaplains always perform ministry in someone else’s
institution and they have dual institutional responsibilities and
loyalties. They share an insider status with their constituency.
Chaplains have access to the leadership of organizations in
unique and peculiar ways. They have a unique access to those not
religiously affiliated, serving a secular purpose as well as an
organized religious function. Chaplains share with soldiers and
families the life style, experiences, benefits and hardships of
institutional life. Chaplains, more than other clergy, are
involved in the ethical issues of the institutions because of
their unique dual professional training and focus. Chaplains
must deal with worshipping communities not characterized by
denominational or historical allegiances. Worshippers in the
military choose to meet their needs and proclivities by
attendance at public worship. The chaplaincy requires training
unique to the mission of the institution. Most of that training
would not be characterized as religious or theological.
Chaplains are judged by competence in these institutional skills
and knowledge by the institution’s members. Chaplains are
usually called upon to articulate and train the character of the
members of the institutions to ensure a humanizing force is

maintained in the institution. All this must be accomplished
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with a sensitivity to the cross-cultural, pluralistic and diverse
complexity of the organization in which the chaplain conducts
ministry.

The Army as a Total Institution makes demands on the
soldiers and their families which are unique and require a
sensitive understanding if a chaplain is to understand the "way-
of-life" which encompasses these families and individuals. The
military is a profession and not an occupation. Moskos has
written extensively about the differing obligations and values of
these two contrasting models for military social organization.®
The demands on the soldiers and their families are much more
intense because the soldier is a professional and not an hourly
wage earner.

Total Institutions, because of their all encompassing
tendencies, cause other tensions such as dependency versus
autonomy. Are obligations always totally toward the institution
or are there other obligations of equal or higher value? How
does one accumulate wealth in an institution which will always
put mission before the member? Soldiers are "government issue" -
expendable and consumable, who have an unlimited liability
contract with the institution.

Total Institutions also abridge certain human rights. The
accommodations made to these rights, and the exercise of these
rights are a delicate balance for the institution. The tugs in
Total Institutions are always toward homogeneity and away from

heterogeneity. Uniformity is easier than pluralism to maintain
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in the organization. Uniqueness and individuality are not the
norm. Yet the organization is peopled with individuals. They
are unique and, in a democracy, the organization must always
accommodate that uniqueness.

Into these tensions the churches and the government have
thrust the chaplaincy. The chaplain is to live in the tension of
the two institutions, to act professionally in both institutions,
and to ensure that the humans in those institutions have the
freedom to exercise their constitutional liberties as citizens of

our republic.

CHAPLAIN FORWARD THRUST DOCTRINE

During the Vietnam conflict, the Army was organized in such
a manner that chaplains were assigned to brigades as the lowest
level unit of assignment. All brigade chaplains worked together
to provide religious ministry to all units assigned and attached.
This doctrinal concept was designed to provide religious support
to battalions on an area coverage basis within the brigade Area
of Operations (AO). In garrison and on the battlefields of
Vietnam this doctrinal and manning concept presented difficulties
for commanders and chaplains. After the war, new concepts were
developed to place chaplains at more critical places in the Army
organizational structures for garrison and for the battlefield.
Under the old concept the chaplain did not work directly for the
battalion commander, was not part of the unit, and only showed up

in the unit area to conduct services, perform counseling or
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conduct classes. The battalion commander did not "own" the
chaplain. Therefore, the relationship between the commander, the
unit’s soldiers and the chaplain was not very clearly defined.
In many cases commanders and chaplains did not communicate as
commander to staff officer. Only the brigade chaplain was
considered part of the staff. The other chaplains were there to
assist the senior chaplain. In many brigade-sized units in the
Army, chaplains were attached to ba*talions with their primary
responsibility to conduct re.igious ministry to soldiers and to
coordinate area coverage for soldiers of different faith groups.

This is a critical distinction: assignment in

contrast to attachment. Many commanders came

out of Vietnam bemoaning the fact that their

chaplain was "or loan" from the brigade and

not his own. Attachment status made the

chaplain and the chaplain’s assistant seem

like an alien or a foreigner to the unit

comminder and staff. However, those same

battalion commanders lauded the effectiveness

of the chaplains attached to the battalions.

They reported that the soldiers responded to

the chaplains wlin went where they went and

endured what they endured. Many soldiers and

commanders pronounced the chaplaincy

effective because they were located at the

battalion. This provided the seeds for the

"forward thrust" doctrine.™

A series of conversations, which created a change in

chaplain doctrine, began in 1978 between the Chief of Chaplains,
Chaplain (Major General) Orris Kelly, and the Commander, Training
and Doctrine Command (TRADOC), General Donn Starry. They began
the process of defining new doctrina. concepts based on FM 100-5,
Operations, and the emerging Army AirLand Battle Doctvine. The

idea that the chaplains needed to be assigned as far forward in
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the battle area as possible resulted from weaknesses in Army
doctrine for religious support which surfaced in a major Mission

Area Analysis. This doctrine became known as Forward Thrust

Doctrine.

AR 165-1,
United States Army, states

In accordance with the Forward Thrust
doctrine, UMTs are located as far forward as
possible, in battalions and brigades, to
provide timely ministry to squads, fire
teams, and company sized elements.!

FM 16-1, Religjous Su o) ine: the Cha
Chaplain Assistant, states the doctrine’s intent this way:

"Forward Thrust doctrine, in its simplest definition means to
‘bring God to the soldier and the soldier to God.’"

This doctrine created a Unit Ministry Team (UMT). The basic
UMT consists of at least one chaplain and one enlisted chaplain
assistant. The UMT is tasked by the commander to respond to the
religious and spiritual needs of the soldiers and their families
in peacetime garrison, during field training exercises and in
wartime operations. The UMT provides Direct Religious Support
(DRS) to units of assignment and General Religious Support (GRS)
to attached elements. Army doctrine for the UMT was first
articulated in the December 1984 publication of FM 16-5, The
Chaplaij t a i sistant j ombat Operations.

Placing the chaplain far forward, or in the battalion, is
now chaplain doctrine, articulated in FM 16-1 (November 1989).

It is designed to give the commander and the chaplain the
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opportunity to work together to provide a comprehensive religious
support program which protects the scldiers’ rights to the free
exercise of their religion. It also places the chaplain in the
mocst crucial organization in the Army - the battalion. Army
sociologists identify the battalion as the culture-bearing unit
in contrast to the company, which is the behavior-directing unit.
The battalion is the unit in which direct leadership is practiced
perhaps more purely than at any other level in Army
organizations. The commander and the chaplain both can have
face-to-face recognition with every soldier in the unit. The
battalion chaplain can make the "ministry of presence" a reality
in the unit through a sustained presence in the battalion.

This continuing relationship, known as

"habjitual associaticn," establishes rapport

and enhances effectiveness for the Unit

Ministry Team. Within this continuing

relationship which the team has with the

soldiers, command and staff of the unit,

there is a deeper and more profound concern

for the total welfare of the soldier. This

is coupled with a native awareness of the

spiritual, moral and morale climate of the

unit. This awareness can be used to meet

more than "just" the religious needs of

soldiers.!®

Battalion chaplains are with their soldiers in trzaining, in

garrison, and on the battlefield. Those are all .imes which are
most challenging and trying for soldiers. Soldiers need their
chaplains with them for spiritual comfort, for moral
strengthening, for steeling their will and resolve in battle, and

to ensure that all those things which build morale are there for

them. As former Chief of Chaplains (MG) Norris Einertson said,
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"Today’s Army doctrinally recognizes the need to provide soldiers
in the forward-most deployed units on the battlefield with

religious and spiritual support."!

DIRECT AND GENERAL RELIGIOUS S8UPPORT

Religious pluralism is also one of the realities of life in
the United States Army which chaplain doctrine must address if
the commander is to have a full comprehensive religious program
meeting the needs of as many soldiers as possible. To meet this
requirement the chaplaincy developed DRS and GRS doctrine. The
chaplain has an operational mission to provide and perform
comprehensive religious support to soldiers in combat and on
installations Army-wide. The chaplain staff mission is to (1)
advise the commander on religion, morals, and morale as affected
by religion and the impact of indigenous religions on Mission and
Operations; and (2) assist the commander in providing for the
free exercise of religion for all members of the command. These
missions lead to the formulation of other doctrinal concepts.

A distinction is made between those things a unit chaplain
can perform and those that the unit chaplain must provide. All
chaplains perform rites, sacraments, ordinances, and services
peculiar to their religious faith community. All chaplains can
perform religious or pastoral care. Most unit chaplains can
perform a religious suj}ort function directly to most soldiers of
the unit to which they are assigned. This is doctrinally what we

call direct religious support. A unit chaplain can perform a
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ministry which transcends his denominational tradition. Most
soldiers are not concerned with the denomination of the unit
chaplain since in the unit such religious distinctions are
usually not all that important to the soldier. Most chaplains
are so concerned about providing pastoral care to their soldiers
that they minister to all and only refer their soldiers to other
chaplains when there is a clearly identified denominational
concern. The unit chaplain is most always "My Chaplain" to the
soldier.

However, there are ministries which the soldier needs which
the unit chaplain cannot perform and therefore the chaplain must
provide for that ministry in other ways. The most obvious is
denominational support. If the unit chaplain is Protestant, the
chaplain needs to provide opportunities for worship led by a
chaplain or certified lay person of that faith group for those
soldiers in the unit who are from a different denomination. This
is doctrinally called GRS. GRS includes, in addition to
denominational support, the coordination of the religious support
mission, first line casualty replacement, logistics support
coordination, and chaplain technical support. GRS is provided
for all the soldiers in the command’s area of operation.

When the chaplain is in garrison, the religious support
mission coordination is the major responsibility of the
installation chaplain. Once the unit deploys, this coordination
mission is the responsibility of the technical chain of

supervision, which usually follows the unit chain of command.
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The Gulf War provided a unique opportunity to test support
doctrine. The deployment of the Chaplain Corps with units tested
the adequary of its ability to plan and conduct the GRS mission.

Rarely do chaplains in echelons above battalion have the
opportunity to put Army religious support doctrine into practice.
Most Army training exercises are not on a large enough scale to
include the number of personnel and UMTs which show up in the
brigade commander’s AO during a battle which fights a corps sized
unit. In building a corps exercise, the Chaplain Combat
Developers estimate the brigade chaplain would coordinate the
ministry of nine UMTs and a ministry to 3,198 soldiers of non-
divisional units which will move in and through the brigade AO as
the situation warrants.'

Did the Chaplain Corps support the battalion chaplain with
the technical assistance and support to meet command requirements
for religious support? Was the technical chain of command the
initiator or supplier of these assets? Who was most responsible
to coordinate general religious support? Was the Chaplain Combat
Developers’ estimate of the increased mission requirements

accurate?

BATTLEFIELD MINISTRY
The UMT also has a responsibility to assist the commander
and the soldiers in the prevention and treatment of battle stress
and battle fatigue.

In compliance with the Army doctrine of
Forward Thrust, the UMT will be located
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primarily in the mancsuver elements of the
division....One of the direct religious
support functions is providing preventive,
immediate, and replenishing emotional and
spiritual support to sold.:rs who are
experiencing the trauma and stress of
combat.?

Taking the lead from the Israeli Defense Force research on
battlefield stress, the Army acknowledged the need to treat
soldiers far forward in the battle area and gave that mission to
the UMT. The Israeli Army research determined that the stressors
on the battlefield are not simply those which are caused by the
battle. The soldiers take with them onto the battlefield all of
the individual stressors in other parts of their lives. The
soldiers’ lack of confidence, lack of competence, lack of
training in individual skills and collective skills make them
vulnerable to combat fatigue. 1In addition to military stressors,
soldiers brought the stressors of other parts of their lives with
them into the battle. Soldiers with family problems are very
vulnerable to becoming victims of battle fatigue. Combat stress
is defined as

...a combination of all the adverse
conditions on the battlefield and the other
stressors which result in reduced
performance. A stressor is any condition
such as fear, guilt, and physical fatigue
that triggers an adverse reaction in an
individual. Combat stress is the cause of
battle fatigue.”

Treatment far forward is desired because the evacuation of
the soldier sends a message to the soldier and to the unit which
makes the soldier appear sicker, greatly increasing the length of

time for recovery. Support given far forward assists the soldier
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in regaining the confidence and will to continue as a member of
the unit. Unit ministry in the battalion is very well suited to
assist the soldier and the commander in the prevention and
treatment of battle stress.

Once again, the relationship of the chaplain to the unit and
the knowledge the chaplain has about members of the unit is
critical to the accomplishment of the mission. The chaplain who
has been with the soldier in training knows those soldiers who
are confident and competent. The chaplain knows those other
soldiers in which the stressed soldier has confidence. This
creates a bonding within the unit. The chaplain should also know
the strengths and weaknesses of soldiers in %ti..e unit parish. 1In
addition, the chaplain should know the problems the soldier and
the family might be experiencing. The Table of Organizational
Equipment (TOE) chaplain who deploys should maintain contact with
the ¥ Table of Distribution and Allowances (TDA), or garrison
chaplain, to assist the family member while the TOE deployed
chaplain assists the soldier.

Based on combat experience in previous
conflicts, family problems lower morale, and
impair the soldier’s ability to deal with the
stress of the modern battlefield. Religious
support to soldier families helps assure that
the soldier will be able to give full
attention to the combat mission. During
deployment and combat, the soldier relies on
the support the family receives from the
TDA/Mobilization TDA UMT.?

The Gulf War was over quickly, but every battle causes
stress. What was the commander’s guidance to chaplains about the

stress of preparing for, conducting, and disengaging from battle?
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What did commanders ask chaplains to do? What did chaplains do?

How did family life effect soldier performance?

CHAPLAIN FORCE STRUCTURE

Even a cursory examination of the Army force structure would
reveal that some battalion sized units do not have chaplains
assigned and authorized on the TOE. This phenomenon is the
result of a process of building a force structure within a
resource constrained environment.

Building the chaplain force structure is not the business of
the Chief of Chaplains alone. The Chief of Chaplains does not
dictate the structure of the force .or the chaplaincy. Chaplain
force structure is embedded in the force structure of other
proponents. UMT requirements are documented in other proponent’s
TOEs and in MACOM TDAs, and are based on Manpower Authorization
Requirements Criteria (MARC), Military Skill Qualification
Level-3 (MSQ3) studies, and DA Pamphlet staffing guides.

Chaplain authorizations are established under Army of Excellence
constraints, mission requirements, and program and budget
guidance. Inattention to this complexity could break the
Chaplain Corps and the UMT as the Army studies lessons learned
and builds the structure of the force into a smaller Army. Each
branch proponent, MACOM commander, and installation commander
only sees a small part of the chaplain force structure and not
the whole as it is impacted by individual space cuts.

With regard to the TOE, the number of chaplains in a

<3




division is determined by the branch proponent in consultation
with the combat developers at the U.S. Army Chaplain Center and
School (USACHCS). In light of the constraints from the Army of
Excellence, some units do not have chaplains. The decision as to
which units were authorized and assigned chaplains resulted in
chaplains being placed in the maneuver battalions, but not in all
other battalions such as Engineers (ENG), Signal (SIG), Air
Defense Artillery (ADA), and Military Intelligence (MI). Some
commanders and chaplains would like to see those decisions
revisited. The TDA force structure is built by the MACOMs. This
paper will deal with the interface between installation chaplains
(TDA), and chaplains who deployed (TOE). The Gulf War deployment
is a foretaste of how we will go to war in the future. There are
strategic considerations for force structure in these issues.

How well did commanders without assigned chaplains conduct
religious programs? If adequate means are not provided for
soldiers to practice their faith, the Army will hear from

churches through their denominational endorsers.

TOE/TDA INTERFACE
Currertly in the TDA a distinction is made between
requirements and authorizations. That distinction may need to be
challenged. The distinction is based on the premise that TOE
chaplains will be on the installation to accomplish part of the
TDA missions, and that ministry on the installation will be

shared to allow augmentation in a mobilization contingency. The
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question must be asked if that distinction is still true and
valid. This paper will explore ministry to families in order to
determine whether soldiers’ family needs demand more not fewer
TDA chaplains. This paper will explore the TDA chaplain ministry
needs of combat unit commanders and how ministry contributes to
the ability of that command to function effectively in war. The
definition and restricted use of the term "doctrine" forces the
chaplaincy to restrict FM 16-1 to chaplain combat doctrine. The
chaplaincy has no way to demonstrate and articulate the chaplain
comprehensive religious support mission, especially the
relationship between TDA and TOE chaplaincy. The chaplaincy has
separated installation ministry from unit ministry both
conceptually and doctrinally. Operation Desert Storm may
demonstrate the mutual supportability of these facets of
ministry. The distinction between the peacetime and wartime
mission for the chaplain is a poor one. A chaplain in a TOE unit
has the same peacetime ministry as the rest of the members of
that unit: train for combat. Training includes spiritual and
family preparedness. The war/peace distinction may not hold for
the garrison environment either. Everything the installation
chaplains do contributes to the war fighting mission of the Army.
This paper will investigate how chaplains on installations
performed during Desert Storm and examine whether they provided a
vital role to the success of the mission. This paper will also
examine whether policies and doctrines need to be built which

support the entire range of the chaplain mission. We must
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examine what was done or not done in order to state doctrine in
terms that reflect the chaplain’s contribution to the wartime
readiness of the soldier and his family.

As the Army moves from a forward presence to one which must
project the force, relationships between the chaplains assigned
to the TOE, TDA and reserve components will of necessity change.
During Operation Desert Storm chaplains were forced to improvise
much of the mobilization planning in an effort to meet the needs
of partial mobilization. Mobilization planning before this
operation had been for a total mobilization. Chaplains were
mobilized for Southwest Asia, Europe and CONUS. This paper will
analyze what worked and what didn’t.

What follows is an analysis of the responses received from
the interviews with commanders and the questionnaires sent to
their chaplains. A compilation of the raw data is found in

Appendices D and G, respectively.

COMMANDERS'’ GUIDANCE

AR 165-1 is specific about the fact that "Commanders will
provide support for religious, spiritual, moral and ethical
activities of all personnel in their commands, on an equitable
basis." [Paragraph 1-4.f(1)] Commanders are also directed to
"assist pe sonnel of their commands in the free exercise of their
religion." [Paragraph 1-4.f(2)] Put another way, the religious
program of the unit is the commander’s responsibility. The unit

chaplain is the commander’s staff officer for designing and
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executing the commander’s religious program.

Specific guidance was rarely given to chaplains by
commanders. For the most part, the commander’s guidance
consisted of general statements such as "be with the troops,"
"keep me informed," "visit the units regqularly," and "keep an eye
on soldier morale." This lack of specificity was often due to
the fact that commanders seldom knew exactly how to utilize a
chaplain.

All too often in Operations Desert Shield and Storm
chaplains were left to their own devices and decisions as to what
was the most effective approach to meeting the religious needs of
their soldiers. Several commanders interviewed said either
verbally or by the tacit lack of guidance, "I didn’t really give
the chaplain all that much guidance."

Unit religious programs can still be quite successful even
without command guidance. When things are going well, there are
words of praise for the chaplain and the program. Problems arise
when the program isn’t going well. If the commander hasn’t taken
the time to spell out specifics to the chaplain, it’s anybody’s
game. If the program fails, it is the chaplain who will see the
results on an efficiency report. If a commander isn’t educated
on the role of the chaplain, it is the responsibility of that
chaplain to educate the commander in order to have an effective
program and an open commander-chaplain relationship.

The positive comment heard most from commanders in the

desert was, "The chaplain was always there." This ministry of
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presence is indeed a large part of what being a chaplain is all
about; but, it hardly qualifies as command guidance for the
commander to say, "Just be with the soldiers."

Many problems were headed-off by commanders who were
informed of potential problems in the unit. In that respect, the
guidance of a commander to "keep me informed" was excellent. The
process of a chaplain informing the commander, however, must be
carefully done so that the chaplain does not overstep the bounds
of a soldier’s privileged communications in a counseling or
penitent rite relationship.

Many of the desert commanders specified the location for
their chaplains both in garrison and during the onset of the
ground war. The greatest concern expressed by commanders was
that their chaplains be in a central location in order to have
immediate access to soldiers. This was done in many ways. Some
preferred to have their chaplains in the medical holding and
treatment area with immediate access to casualties. Others had
their chaplains literally travel alongside them, not for the
"angel in my pocket" reasons, but in order to have their chaplain
within immediate access to the battalion tactical operations
center for current situations and needs.

In a few cases the commanders were spiritual leaders in
their own right. This can often be seen as an added blessing for
the unit chaplain. Command support then is a "given." 1In one
case a chaplain and commander discussed how they were going to

facilitate Bible studies in the desert, and they shared the study
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group leadership. This Bible study group continued after
redeployment at approximately fifty per cent of its desert
strength.

Commanders must exercise caution, however, in their own
spiritual leadership. The commander can easily be seen as a
zealot by soldiers and chaplains alike. This can result in
negative attitudes toward the unit’s religious program.
Difficulties can arise between commanders and chaplains, too,
when one comes frcm a revivalistic or evangelical background and
the other from a more formal denominational worship focus. Care
must be exercised by both the chaplain and the commander in being
too openly directive in demonstrating religious preference
styles. The commander’s best method of participatio» in the
unit’s religious program is to work separately with the chaplain
in an official relationship offering support by participation.

The chaplains received their command guidance through staff
meetings and occasionally through private time with the
commander. The commanders only offered general guidance, nothing
personal or specific. The chaplains heard the commander wanting
them to be with thr soldiers, provide religious services, and
care for soldiers. During the commanders’ interviews, they all
expressed a great need and concern to know how families were
coping with the separation, and some asked their chaplains to
assist in solving family problems. But in the chaplains’ survey,
no command requests were noted for the chaplain to assist with

family issues. One chaplain stated, "TDA chaplains took care of
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the families." Chaplains knew they were to assist in providing
or conducting reunion classes. Most commanders were not very
enthusiastic in their support for these sessions. They
appreciated the importance of family supvort sessions, but they
were mainly seen as the chaplain’s program. One commander

stated, "There was no need for it."

FORWARD THRUST AS VIEWED BY COMMANDERS AND CHAPLAINS

Almost every commander wanted a chaplain assigned directly
to the battalion. When that does not happen, it is often the
Office of the Chief of Chaplains which gets blamed. Current
doctrine does not assign chaplains to certain types of battalions
(e.g., MI, SIG, ADA). This decision is not made bv the Chief of
Chaplains. Rather, it is made by the force design officials in
the various TRADOC branch schools. If the system is to be
changed, it must begin at the individual branch’s force design
level. If a chaplain is to be added to the unit’s TOE it must be
done by exchanging a position of equal rank. It is this fact
that usually stops the ball from rolling toward having chaplains
for separate battalions and certain other types of field
artillery units.

The Forward Thrust doctrine works. In almost every
instance, chaplains were at the forefront with their soldiers for
direct ministry. Most chaplains were never very far from the
soldiers, and were always within radio contact to be requested at

another location. The only hindrance mentioned by many of the
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commanders was the tremendous distance in the desert which would
often separate elements of a single battalion. One battalion was
spread over a two hundred mile radius!

An aviation battalion commander not only wanted a chaplain,
but cleared a spot on his TOE to be occupied by a captain
chaplain. His request went unfilled. Fortunately, two chaplains
(a Protestant and a Catholic) had come to visit his battalion on
an area religious coverage mission when one of that commander’s
helicopters crashed killing four scldiers. The chaplains just
happened to be there to minister right away.

Chaplain Forward Thrust doctrine is documented in AR 165-1
and FM 16-1. Chaplains experienced many advantages of Forward
Thrust doctrine. Being with the soldiers of the unit provides a
bonding, a trust, and a greater sense of credibility. They felt
they could better identify with the soldiers and share their
experiences, thus enabling an enhanced ability to serve and to
minister. The chaplain could keep his focus on the unit which
provided him with unlimited opportunities to care for soldiers.
When the command wanted to know the pulse of the unit, the
chaplain felt confident in his assessment.

Becoming parochial and isolated can easily happen with the
chaplain assigned to the battalion. Supplies and materiel
support can be challenging when the chaplain has no formal access
to the technical chain. Often, technical supervision is not
available during war time. The chaplain must make the unit

supply system support him. He must aggressively seek supervision
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and continue to be a "student" to enhance his ministry.

TOE/TDA SHARED RESPONSIBILITY

The reviews were mixed with regard to interoperability
between garrison (TOE) and installation (TDA) chaplains. Some
said they had tremendous support, others said it was lacking.
From the commanders’ point of view, it was generally thought that
chaplains back home did a good job in assisting with deployment,
sustaining help in family support groups, and making preparations
for redeployment and reunion. Only a few said that it was not
done well.

Through the interviews it was heard often that this war was
a training opportunity for better back-home family support in the
future. The lessons learned during Operations Desert Shield and
St.orm will be helpful if they are not just filed in an after
action review folder. Action needs “o be taken on the part of
installation and MACOM chaplains to ensure the interface between
TOE and TDA chaplains in the areas of family support,
expectations and pitfalls in deployment and redeployment, and in
the whole issue of the difficulties that arise when the service
member has deployed to a war zone with an unknown date of return.

The TOE chaplains worked closely with TDA chaplains while in
garrison. They all shared responsibilities of serving as
Officers in Charge (0ICs) of post wide chaplains’ programs, duty
rosters, and preaching duties. They worked well together and

commanders supported this policy knowing their soldiers were
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benefitting from the installation programs. They all agree that
every battalion, including Combat Service Support (CSS), needs a
full time chaplain assigned; and, more TDA chaplains are needed,
especially during deployments, to assist with family programs and

services.

FAMILY SUPPORT

Several of the commanders vocalized problems they heard
about from their spouses at home. Many commanders said their
spouses felt put-upon and ill-prepared for the role they were
handed. Other spouses had to give up well-paying jobs in order
to assume the new role thrust upon them as a member of the
command teamn.

Special care should be taken to note what the problems were
during this war, and to deal with them at the Pre-command Course
(PCC) where spouses are expected and travel is paid for them to
attend. The chaplain can also be a valuable resource in this
education process. In addition to addressing the commanders in
the course, it is an excellent opportunity to teach a block of
instruction on family issues during wartime. Future command
designees and their spouses may not have had the opportunity to
experience the pressures and obligations of operating the support

groups at the home station.

The deployed chaplain assumed very few responsibilities for

the care of families. This decision was supported by the

commander due to the shortage of time, the great distance, the |
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lack of communications, and total focus on the soldiers. 1In
preparation for deployment, some chaplains either gave briefings
or attended Family Support Group (FSG) meetings and deployment
briefings. During the deployment, very little attention was
directed to family support other than some video tapes mailed
home. If a chaplain was stationed at a major port, his commander
requested assistance in telephoning family members. After the
deployment, a few chaplains conducted "stress reduction" retreats
and marriage retreats. It appears there was very little emphasis
placed on post-deployment family support other than to those who
sought assistance.

The innovations and resources of chaplains under the severe
limitations of a desert environment were astounding. Many
commanders commented on the unusual ways chaplains managed to
minister to their soldiers. From voluntary communion being
offered in a chow line, to chaplains sending videotapes of
soldiers to families back home, the ideas were as numerous as the
chaplains.

Distance was the biggest hindrance for religious coverage.
The miles traveled on a daily basis mounted up quickly. Finding
directions in the middle of the desert was no small task. The
Global Positioning System (GPS) was an excellent tool.
Topographical maps were of little use in that they were mostly
brown and showed few road routes.

Transportation was, as it seems always to be, a problem for

many chaplains. They could always catch a ride with someone, but
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many chaplains had to operate without dedicated vehicle support.
Even though it is a TOE item for chaplains, one commander
actually said, "The Army ought to put a vehicle on the TOE for
the chaplain!™"

Religious services and support were readily available and
provided in the desert even with the shortage of Roman Catholic
chaplains. The chaplain supervisors are to be commended in
coordinating the efforts. Religious services were sponsored on a
weekly basis and commanders of Roman Catholic chaplains were very
supportive in allowing their chaplains to provide 7jeneral support

even though his own chaplain was gone 75% of the time.

REUNION

Classes on redeployment and reunion were taught both in the
desert and back at the home station. In most cases the chaplains
had a direct role in this training. Most commanders made the
training mandatory in the desert, while back home the spouses and
families were so excited about seeing their soldier home again
that classes seemed to be an interruption. The aftermath of
reunion is still being recorded. There have been many divorces,
family problems, separations, and misunderstandings between
soldiers who deployed and their spouses who remained behind.

The role of the chaplain in reunion training is of key
importance. Many commanders depended on their chaplains to
effect this training. The future must see specific training for

chaplains in the area of FSGs, and in reunions after the war is
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over. It is highly recommended that the U.S. Army Chaplain
Center and School make sure that instruction on these topics is
included in the curriculum.

The key figure in reunion operations is the installation
chaplain. Guidance from that senior chaplain can make or break
reunion activities and training. We should not wait for another
war to do crash courses on predeployment stress, family support
groups, or difficulties in reunion. It should be a regular part
of the ongoing UMT training. We might not have the luxury of
available training time in the next war.

Many chaplains said that reunion was a natural integration.
As soon as soldiers returned, they went on leave. After they
signed in, it was "business as usual" with the traditional fast
pace. A couple of installations conducted debriefing sessions
for all deployed and non-deployed chaplains to assist in
rebuilding the team. All were allowed the opportunity to speak
and share their experiences realizing and appreciating the
quality of ministry which supported the entire mission of the
Gulf War. The emphasis was not on who deployed and who did not,
but the importance of the many and varied types of ministry

opportunities.

SUPPORT FOR CHAPLAINS
Commanders are often not aware of the TOE requirements for
the chaplain. An education process needs to take place from the

Pre-command Course down to chaplain basic instruction. It is the

36




chaplain’s responsibility to make sure the necessary equipment is
on hand. If it is not, the chaplain should go after it.

Nearly every commander was more than willing to provide TOE
items for the unit chaplain. Only in a few cases did commanders
say that there was another mission of higher importance for use
of a vehicle which would have gone tn the chaplain. One
commander said, "The chaplain can have anything he needs."

Chaplains must be fully aware of their TOE authorization.
Supervisory chaplains should make it their business to ensure
that subordinate UMTs have what they need for minist:y.

All chaplains who responded to interviews had » vehicle and
many stated it needed to be one dedicated to them. Frequently,
it was "borrowed" or not of great "quality." Fifty percent had a
radio in the vehicle and all had a tent. They appreciated the
great support of commanders including the supply of night vision
goggles which again, 50% of the chaplains utilized. Additional
support included maps, GPSs and compasses. Basically, commanders
supported the chaplain; but, during the war, many chaplains
stated their vehicle was used for other purposes and that they
had to hitch a ride.

There is a discrepancy on how we train and how we fight.
"Going to the field" often isn’t fun and has an ominous ring to
it, especially when it’s at the National Training Center (NTC) at
Fort Irwin. There are probably few chaplains, however, that
would complain about the tough, hot desert training in California

which put them in readiness for Saudi Arabia and points north.
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Ministry in an actual Nuclear, Biological and Chemical (NBC)
environment is yet to be experienced. Only a few have tried to
vocally calm a troop when the eyes and voice both of chaplain and
soldier are distorted and muffled behind the protective mask. It
also doesn’t take too long in chemical protective clothing for
individuals to become dehydrated and very uncomfortable. Actual
training in NBC ministry must be emphasized at USACHCS. We might
not be as lucky in the next war.

Chaplain training was fairly adequate except in the areas of
desert survival skills, tactical driver training, management of
material resources, radio communication, and care of families.
The unit or the division provided for the training of military
skills. Some stated they had absolutely no training in the
following: desert survival, tactical driver training, management
of material resources, land ravigation skills, counseling skills,
field worship services, care of families, host nation religions,
and battle fatigue ministry. The installation must closely
monitor the training provided for the UMT and insure proper
training occurs.

The installation generally provided very little training in
chaplain skills, especially in training lay leaders or
volunteers. The supervision of volunteers and lay leaders must
be emphasized. Many chaplains experienced unpleasant challenges
coping with the good will and enthusiasm of soldiers willing to
preach and conduct services.

Most chaplains in the war were located in the battalion aid
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station to provide ministry for the wounded; otherwise, they
colocated with the adjutant (S-1) or logistics officer (S-4).
Most commandirs wanted their chaplains to be in the center of the
unit, readily accessible to soldiers. During the day, commanders

wanted their chaplains out with the soldiers at least half of the

time.

MINISTRY ISSUES IN THE DESERT

Commanders were most concerned about immediate ministry to
casualties, and for that reason several directed that the
chaplain operate out of the battalion or brigade medical support
area.

The next concern was for the chaplain to be "present" with
the soldiers. This was a concern not so much for the physical
proximity of the chaplain, but for the chaplain to be able to
have a hand on the pulse of morale and potential difficulties.

The chaplains were told to be with soldiers; but, during the
war, the priority was for the potential casualties in the aid
station. For religious services, commanders took for granted
that services would be provided. A high premium was placed on
the chaplain’s ability to keep the commander informed on the
morale of soldiers and to respond to any soldier’s personal

problems.

THINGS THAT CHANGED

Mobility for the UMT was difficult not only because of a
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lack of dedicated transportation, but because of the lethal
environs of the battlefield. Few chaplains are aware %hat
tactical driving doctrine puts the chaplain behind the wheel and
the chaplain assistant literally riding "shotgun." This
procedure needs to be practiced often during unit field
exercises. For that reason alone, the chaplain needs to have
first-hand knowledge of the basic operational principles of the
UMT’s vehicle, first echelon maintenance, and the "defensive"
driving that can only be experienced when traveling around a mine
field and through the shrapnel of bullets and bombs.

Most commanders specified where they wanted the chaplain to
be located during the ground war. The first priority was to the
wounded and dying. That ministry could best be accomplished with
the UMT in proximity to the medical facility whether mobile or
stationary.

There were several chaplains who actually crossed the line
of departure (LD) with lead companies as the ground war began. A
chaplain in this situation must be aware of tactical operations
in order to "keep up" and not be a burden to the fighting force.
The chaplain assistant must remain in close proximity to the
chaplain since the only UMT weapon is carried and fired by the
chaplain assistant. For this reason alone, it is wise for
chaplains to take a personal interest in their assistant’s
weapons training and firing accuracy!

Those chaplains who were able to keep their vehicle during

the war were able to stay in the aid station or be ready to
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respond to a most uncertain environment. Others who were
hitching a ride were sometimes separated from their chaplain
assistant and were very limited in their ministry. Commanders
need to be educated on the importance of keeping the UMT together
and for the need of flexibility in response on the battlefield.

Most commanders had no significant changes in guidance for
the chaplain when the ground war began. Concern was often
expressed for the chaplain’s safety. The questinn must be aske:r.
if this is due to any obvious lack of tactical or operational
knowledge demonstrated on the part of the UMTs.

Incredibly, chaplains continued their ability to conduct
worship services during the fast-paced action of the ground war.
Commanders commented very positively on this fact several times
during the interviews.

The primary mission chaplains received from commanders was
to be prepared for care of the wounded. Based on the location of
the medical facility, or the wounded soldier, some means of
transportation must be available to the UMT at all times.

One of two messages was conveyed during the war for the
chaplain: stay out of the way, or be in the aid station to take
care of potential casualties. Most commanders were in agreement
on these three priorities for chaplains: take care of the wounded
and dying, take care of the fighting and support soldiers, and
take care of yourself.

Following direct contact with the enemy, commanders were

again interested in having the chaplain somewhere close to the
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center of the unit area of operations. Once again, traveling
distances became a problem. For the most part, however, the
chaplain was requested to be in the command area of the brigade
or battalion.

The "ministry of presence" took on a new and critical role
after the ground war ended. Even in the euphoria of an obvious
victory there were potential psychological casualties.
Commanders were concerned that chaplains keep their ears open for
problems. Some soldiers were receiving "Dear John" letters from
home, and the relaxed-but-tense environment after the battle
provided many opportunities for depression and discouragement.

It was during this phase that commanders were interested in
preparing their soldiers for reunion and whatever scenarios they
would find when they got back home with their families. Many
commanders commented on their chaplains’ innovative methods of
delivering the messages about reunion expectations. Classes were
usually mandatory for all soldiers, and it was the creativity and
delivery of the chaplain which made or broke the effectiveness of
the instruction. Except for a few unfortunate instances, the
classes got good reviews from commanders and their soldiers.

The scriptographic books about reunion were ubiquitous in
the desert, but they were not the total answer for reunion
training. It would be a good idea for reunion training to be
included in basic and advanced courses in the future at
USACHCS. %

It is at this point that the interoperability of TOE and TDA
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chaplains is put to the test. A "tctal chaplain team" (deployed
and home-based) will have discussed signals and intentions before
an armed conflict ever demands deployment. The posts where
training had been ongoing were the ones that had the smoothest
operations upon redeployment and reunion.

Commanders commented on the soldiers’ attitude of "I’m home
now, and that’s all that matters" a=< being destructive to
marriage and family relationships. In units such as the 8znd
Airborne Division, where deplcyment is an "18 hour wheels-up"
reality, programs are in place as a pa:t of the chaplains’
standard operating procedure (SOP). More installation UMTs
should consider the 82nd’s model and adapt it to their own
scenario and installation mission.

During the redeployment phase, chaplains were serving in a
garrison mode providing programs such as Bible studies, reunion
briefings, stress reduction briefings, support groups, group
discussions, and evening studies. Chaplains were almost back to
an installation type of ministry.

Many commanders had comments about the effectiveness of
chaplains conducting thanksgiving services, family days,
battalion dinners and other reunion activities. Individual
innovation was the key to the success of many of these events,
but these innovative ideas need to be recorded and retained for
the future. Some chaplains are still conducting post-reunion
classes.

All chaplains know of the importance of reunion briefings
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and their interest, or that of the commander, determined the
quality of the sessions. Some only provided handouts, others
joined their commanders in giving the briefings. A few brought
in a speaker from higher headquarters, and some briefly shared
information at a formation. The activities during reunion were
generally of low priority. The Army doesn’t seem to be convinced
of reunion importance, and this fact is demonstrated in the level
of concern for families.

A look at the commander interview comments at Appendix D
will show the importance of memorial services and ceremonies
presented to surviving soldiers in a unit. These services and
ceremonies are a primary stated function of the UMT in Reference
Book 1-1 (RB 1-1), Unit Ministry Team Handbook, and other
chaplain publications: "Chaplains are to minister to the living
and honor the dead."?

Some urits have a standardized memorial service in order to
keep from having so many differences in service style. Other
chaplains are often shuffling to find formats for doing them, for
these services are usually required within two to three days. It
is recommended that USACHCS emphasize memorial ceremonies and
publish standard formats for chaplain usage. This eliminates the
unusual, and emphasizes a unity in how we honor soldiers who have
lost their lives.

"Ma Bell" was on location in the form of AT&T or MCI
telephone banks, and commanders utilized them. Chaplains were

often the telephone point of contact for the commander, and the
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commander’s spouse in the USA was usually at the other end of the
line as the receiver and dispenser of information. Emergencies
were the first priority for communications. Any time a soldier
had an emergency at home, the chaplain was often on hand to take
care of effecting message traffic.

The telephone bills of soldiers skyrocketed! Phoning home
wasn’t cheap. Some commanders had their own military issue
satellite dishes available in the unit and calls could be
directed, but still at a cost.

Other commanders commented on the excellent newsletters
their chaplains created for mailing to the families back home.
Some commanders provided their chaplains with a video camera and
video cassette recorder (VCR) for videotaping soldiers on
location in order to send the videos back home to the spouses and
children. It was an excellent idea, and a good use of modern
technology.

Most chaplains were either absolved by their commander or
absolved themselves of any type of ministry for families. Some
had access to a commander’s telephone credit card and phone to
occasionally call the homes of soldiers upon the commander’s
request. A few communicated by video tapes. Research must be
supported to provide ways and means for deployed chaplains to
provide for family ministry. The effectiveness of a deployed
chaplain could significantly be enhanced if he could minister to
both soldier and family.

Chaplains appreciated the support and concern of their
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commanders but felt left out with regard to specific guidance.
They were often left on their own, which could be taken as a
compliment. With that approach, some felt they were not a ful)
member of the unit team. They all wanted to do well but did not
quite understand what was expected of them nor what the commander
thought of their ministry. Many stated that the commanders
needed to be educated as to the mission of the chaplain. The PCC
must inform the commanders, and the supervisory chaplain should
follow up on that education.

The interviewing process provided valuable information from
commanders on what went right or wrong with regard to religious
ministries during the Gulf War. These comments appear as a part

of questions 33 through 36 of the questionnaire at Appendix D.

COMMANDERS’ TRAINING ON MINISTRY ISSUES

A block of instruction on "The Role of the Chaplain" used to
be taught during the two week PCC at Fort Leavenworth. This
course is still mandatory for all officers selected for brigade
and battalion commands. The length of instruction at
Leavenworth, however, has been reduced, and is coupled with
blocks of instruction at other TRADOC school posts centering
around branch-specific issues. As a result of the time cutback,
the class on chaplain roles and uvtilization was cut from the
curriculum.

During the 1980s there were chaplains designated to teach in

the PCC at Fort Leavenworth. Since other branches had their most
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senior officers come to Leavenworth to speak, it was decided in
1986 that the Chief of cChaplains or the Deputy Chief would travel
out to Fort Leavenworth to deliver these classes. The visibility
of the Chief or the Deputy was met with appreciation and
enthusiism, and the opportunity for dispensing information on the
role and function of the unit chaplain was enhanced.

Several of the commanders interviewed in this study said
that they either didn’t remember what the chaplain said during
the PCC, or suggested that the role of the chaplain should have
been covered for them in the course. It is unfortunate that
chaplains no longer have this interface with command designees.
The absence of chaplain instruction at the PCC is resulting in
commanders giving haphazard guidance to their unit chaplains.

The installation chaplain must monitor UMT training and
provide that which is missing. Some chaplains were confused in
the desert and needed support which could have been provided by a
thorough training program at the installation. For example, some
chaplains had no training in nine specific areas of ministry
previously mentioned. The unit often does not go to war as it

trains.

TRAINING RECOMMENDATIONS
Commanders’ spouses want more comprehensive training in what
to do if they are quickly called upon to start and maintain a
Family Support Group (FSG). This area was not well defined when

the war began and there was much concern among spouses about
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their new role.

The PCC should provide a block of instruction on the
utilization of the chaplain with a follow up by the brigade
supervisory chaplain. Chaplains are feeling lost and confused in
their ministry and great talents are not being utilized. Their
ministry would be greatly enhanced if both commander and chaplain
had a thorough understanding of the role of the chaplain.
Commanders are requesting this type of support.

Chaplain Corps Force Designers should consider assigning
Roman Catholic chaplains to units with very understanding
commanders. A priest will be providing general support to
several units which are not his own, a task which could require
up to 60-70% of his time. Being assigned to a maneuver battalion
could potentially result in overwork, discouragement and the
eventual resignation of the priest.

Some chaplains and assistants did not work as a team.
Intentional UMT training must be emphasized as a part of the
daily garrison routine of ministry.

Reunion sessions must be a part of normal training and not
an afterthought when deployment is imminent. Reunion sessions,
with both spouses present and free from any time constraints,
provide the maximum opportunity for training.

Night vision goggles must be added to the Common Table of
Allowances (CTA) along with increased training in the use of
navigational equipment such as the compass and the GPS.

Every battalion must have a chaplain assigned. Commanders
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and chaplains are saying that GRS to CSS and separate battalions

does not work.

MINISTRY OF PRESENCE

The above summaries illustrate some of the difficulties in a
quantitative analysis of chaplain ministry. The chaplaincy does
not lend itself to evaluation like other helping or social
services. When the chaplaincy competes for resources with other
agencies, quantifiable data is not a fair comparison. For
example, social work service staffing is determined by caseload;
but, should that same criteria be used to staff chaplain
sections? How the Army measures chaplain ministry becomes
important as the chaplaincy competes "on the margin" with other
agencies for resources. An analysis of some concepts of ministry
should be made as the Army evaluates the efficacy of chaplain
ministry.

The difficulty of evaluating the effectiveness of chaplain
ministry was very evident in the interviews with the commanders.
The bottom line always seemed to be some expression about the
fact that the chaplain was simply there - being present for the
commander and for the soldiers. This presents difficulty for any
evaluator of chaplain ministry. To understand some of the
difficulty we must analyze a concept called the "ministry of
presence."

The chaplaincy tries to maintain a
"ministry of presence" throughout the
service, whether in the farthest front lines
or in the quiet garrison, and adapting some
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of the latest techniques of organization to
carry out its mission.?

These words by Chaplain (MG) Norris Einertson, a former
Chief of Chaplains, expresses his dedication to the notion that
chaplains need to be present with the soldiers and their
families, and that presence is critical to effective ministry in
the Army. Chaplain Einertson goes on to say,

The presence of the chaplain is not,
however, limited to units engaged in combat
or training for combat. The chaplaincy takes
pride in complete dedication to being with
soldiers in any environment - a ministry of
presence. This concept is vital to an
effective chaplaincy in the Army’s high-tech,
mobile environment. It means being present
with the soldier in the work place and at
training, providing direct spiritual
nurturing to soldiers by a chaplain’s
presence, and by performing religious and
spiritual support functions.?

The “ministry of presence" is a concept which comes from the
Christian doctrine of the incarnation. Just as the Christ became
the presence of God with us in the flesh, so the chaplain becomes
the presence of God in the unit. The chaplain brings God to the
soldiers in many ways. The chaplain wears the insignia of
religion on the uniform, provides religious rites and sacraments,
conducts public worship, and ministers through pastoral
counseling. But the chaplain brings more than these services to
the soldier. The chaplain’s mere presence in the unit carries
something more meaningful, but very difficult to articulate.
Commanders stated this in many ways throughout the interviews.

This nction of service is not to be measured in terms of

effectiveness and efficiency. Craig Dykstra argues that such
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measures are inappropriate for the Christian idea of service.

In our culture, servi._.e is tied
intimately to effectiveness. That is, we do
not consider a service to have been rendered
to someone unless that service changes that
person in a material way. We have not served
the ill unless we have cured their
illness....I do want to point out that, where
our sole aim is effectiveness, certain
diabolical dynamics are set in motion.

Effectiveness requires power and the use
of power....the gathering of power into our
own hands in order to become effective
regularly turns into the gathering of power
in order that we may be and remain in power.
When this takes place we are no longer
servants; we are masters.?

The entire notion that presence can be measured creates
difficulty for the chaplaincy. How does one measure what
commanders desire from their chaplains? Commanders want their
chaplains to be where the troops are: in the motor pool, on the
range, in the mess hall, in the unit area. They want the
chaplain to be their eyes and ears in the unit. They expect that
soldiers will talk to the chaplain and that the chaplain will be
able to accurately find the pulse of the unit and report back to
the commander on the morale of the unit. How does one measure
that in terms of effectiveness?

For, if service is linked too closely with
effectiveness, we become the ones who must
decide what effectiveness means...We become
the definers of health and strength and
fellowship and thereby deny the ones in need
of their freedom and personhood in illness,
weakness and loneliness. Rather than become
servants we become manipulators.?

It is vital that commanders and chaplains continue to

explore the measures of ministry and the manner ir which the
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chaplain

The
the mere
that the
with the

presence

is utilized by the commander, because

At the heart of service lies, not
effectiveness, but presence. Service as
presence means being with another. Christ’s
service to humankind was not effective in the
sense that he brought an end to suffering and
death, to illness, loneliness, weakness,
social isolation, confusions, or political
turmoil. Christ’s service was his
incarnation - his coming to be with us to
take on our sufferings as his own, to stand
with us and to go through with us whatever it
is we are going through. When Jesus
commanded his disciples to wash one another’s
feet saying, "I have given you an example
that you should do what I have done to you"
(John 13:15), he was commanding them to be
present to others as he was present to them.

Presence is a service of vulnerability.
To be present to others is to put ones’ self
the position of being vulnerable to what they
are vulnerable to, and of being vulnerable to
them. It means being willing to suffer what
the other suffers, and to go with the
sufferer in his or her own suffering. This
is different from trying to become the
sufferer. Presence does not involve taking
the others place. That would be demeaning.
It would suggest, "I can take your suffering
better than you can, so move aside; I will
replace you." Instead, presence involves
exposing oneself to what the sufferer is
exposed to, and being with the other in that
vulnerability.

The discipline of service is a
discipline through which care, concern, and
aid are given by one person to another in a
particular way, in a way that is shaped by
presence: vulnerable, just, compassionate,
and committed.?

commanders interviewed had a sense of the importance of

physical presence of the chaplain in the unit. The fact
chaplain was there was important. The chaplain’s being

soldiers in all the events of unit life made the

of the chaplain a valued asset for commanders. They

52




viewed the chaplains as "combat multipliers."

THE ARMY AND MILITARY FAMILIES OF THE 1990s

Another area of inquiry focused on chaplain ministry to the
family. The investigation had several foci: (1) the unit
chaplain and Family Support Groups; (2) the unit chaplain, the
family and the deployment; (3) the unit chaplain and the family
during deployment; (4) the hand-off of family ministry to the TDA
chaplain; (5) the TDA chaplain, the family and the rear
detachment; (6) the TDA chaplain, the family and support
ministry; (7) the TDA chaplain, the family and casualty
notification; and (8) the TOE and TDA chaplain, the family and
reunion.

The chaplaincy has no doctrine to guide family ministry.
The Chief of Chaplain’s Policy # 11 defines our policy guidance.
That policy is currently being revised, and an ambitious Family
Ministry Program is being implemented by the Chief of Chaplains.

In order to understand what the commanders and their spouses
said during the interviews, it was important to review the
extensive research on the Army family. What follows is the
result of that historical review. This review became the filter
through which the data from the commanders and their spouses were
analyzed. This historical review was necessary to understand the
many nuances in the spouse interviews. Chaplains also need to
understand this historical background so that the ministry

programs they design for families address the reality of family
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life in the Army.

The Army of the 1990s is undergoing the greatest
restructuring and refocusing of this century. Congress has
ordered the downsizing of military forces. The active Army is
downsizing from 720,000 to 535,000 and from 16 Divisions to 12
Divisions by 1995. It is also greatly reducing its forward
presence in Europe from 300,000 to 92,000. The Army is becoming
a CONUS-based, contingency-oriented force ready for rapid
deployment.

The demographics of the military are also rapidly changing.
In the 1940s and 1950s a low percentage of soldiers were married.
The major exceptions were officers and senior enlisted personnel.
Today, 60% of the soldiers in the Army are married. In the past,
the majority of military spouses were homemakers and were quick
to volunteer for programs on Army posts to enhance the quality of
life. Commanders’ spouses were automatically assumed to be a
part of the "Command Team." This, too, is changing. 1In 1970,
30% of military spouses were employed outside the home compared
60% today.? This is projected to increase to 75% by the year
2000.%° In interviews with commanders’ spouses there is a
growing reluctance, in some cases anger and even refusal, to be a
part of the "Command Team."

Carolyn Howland Becraft was a research associate
specializing in military and family policy issues at Decision
Resources Corporation in Washington, D.C. Her husband is an Army

officer. She mirrors some of the feelings uncovered in the
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interviews. Upon learning that her husband was on the command
list, she said, "The news of my husband’s next assignment, while
not unexpected, produced many conflicting emotions--especially
because I knew there would be expectations for me that I would be
unwilling to make."¥ She was not willing to give up her career
to fulfill an Army expectation of the "Command Team" for 18
months and then go back and pick up the pieces of her own career.

General Gordon R. Sullivan, Army Chief of Staff, recently
wrote in his letter, "The Army’s Strategic Issues" (July 19,
1991), "We have to sustain soldier and family quality of life
programs." In the past many of these "family quality of life
programs" were filled with military spouse volunteers. During
the i990s there will be a smaller pool from which to draw because
of the increase of working spouses and spouses "unwilling to meet
Command Team expectations."

The following section of this paper is broken down into
three sub-sections. The first looks at findings from research
about the military family. The second looks at general findings
specifically from the interviews with the commanders’ spouses of

USAWC Class of 1992. The third contains recommendations for the

future of ministry in the Army.

BACKGROUND ON FAMILIES IN THE MILITARY
In many ways the Army took the lead in helping the defense
establishment focus on families. The late 1970s were critical

for this effort. Family members themselves began the process by
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sponsoring meetings in Washington D.C., calling attention to the
growing presence of families in the Army. These family members
were the spouses of emerging senior leaders in the Army. They
were the "senior ladies" who were expected by the organization to
lead other Army family members. There were concerns about the
Army’s forcing expectations on a new cohort of younger spouses
who were working and in search of their own careers. These women
held three Family Symposia to raise awareness of military family
problems, to train volunteers in interpersonal skills and
leadership in volunteer organizations, and to make the Army aware
of the growing demands on volunteer forces working with Army
families.
In 1983, the Army Chief of Staff published The Army Family

White Paper and articulated his philosophy:

A partne.ship exists between the Army and

Army families. The Army’s unique missions,

concepts of service and lifestyle of its

members--all affect the nature of this

partnership. Towards the goal of building a

strong partnership, the Army remains

committed to assuring adequate support to

families in order to promote wellness; to

develop a sense of community; and to

strengthen the mutually reinforcing bonds

between the Army and its families.

In 1984, the Secretary of the Army announced as the Army
theme: "The Year of the Family." The Army continued to resource
the annual Family Symposium and began to regularize the
relationship between the Army and Army family members. This

annual event became the Army Family Action Plan Planning

Conference structured to raise issues to the Army staff. These
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issues were rolled up in an Army Family Action Plan which tracked
issues raised at the annual Conferrnce being worked on by the
Army Staff. A board of general officers, chaired by the Army
Vice Chief of Staff, monitored the actions and reported to family
members the actions which were taken on the issues being worked,
the responsible agent, and the progress made on each issue. The
key philosophic element was partnership--a commitment to mutual
responsibility.

The Army effort resulted in the issuance of Executive Order
12606, "The Family," on September 2, 1987. The Secretary of
Defense Memorandum, "Department of Defense Family Policy," was
published on January 15, 1988. That memorandum was canceled with
the publication of Department of Defense (DoD) Directive
1342.17, "Family Policy," dated December 30, 1988. This
directive implemented family policy-making criteria for the
department and directed the Secretaries of the Military
Departments to ensure that comprehensive family support systems

were developed and resourced.

The key paragraph which delineates the DoD policy is D.3.

DoD personnel, both married and single, bear
primary responsibility for the welfare of
their families. Nevertheless, the total
commitment demanded by military service
requires that they and their families be
provided a comprehensive family support
system. The extent and exact nature of that
system shall be based on installation-
specific requirements and shall address needs
for pre-mob.lization indoctrination,
deployment support, relocation assistance,
information and referral (with follow-up),
child care, youth recreation and development,
private and public sector employment
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assistance (including self-employment in
government quarters), special needs support,
family advocacy, foster care, family life
education, dependents’ education, substance
abuse prevention, family health and fitness,
spiritual growth and development, emergency
services, counseling, support and services
for off-base families (outreach), consumer
affairs and financial planning assistance,
volunteer training and management, separation
and retirement planning, family centers, and
community development.

The previous paragraph defines the basic philosophical
dilemma for the Department of Defense and is not an amplification
of the Army Chief of Staff’s philosophy. On the one hand, DoD
asserts a philosophy that individual service members are
responsible for the welfare of their own families. The policy
indicates that primary responsibility resides with the family for
its own well-being.

That assertion is immediately followed with a caveat
observing that military service is of such a nature, requiring
such a commitment, that the service member needs a comprehensive
family support system to assist in meeting that personal and
primary responsibility.

These two assertions are the cause of tremendous difficulty
ir. the allocation of resources for a comprehensive family support
system. There is no clarity in the proposal as to how
responsibility is to be determined and divided between the
individual family and the military system. In addition, the list
of needs and programs proposes that the military provide a very
ambitious family welfare-style agenda. Services have had

difficulty in meeting this ambitious agenda as seen in the
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current means used to resource family programs. Resourcing of
family programs to create this comprehensive family support
system are the result of congressional legislation on the one
hand, and self-sufficient volunteer programs on the other. This
makes the comprehensive family support system a planning and
programming nightmare, while raising family member expectations
that they will be taken care of with a safety net of family
support programs.

A few examples will illustrate. The Exceptional Family
Member Program (EFMP) is a congressionally-funded program which
put pediatric specialists into the medical inventory to resource
and support this EFMP population. Personnel policies ensure the
assignment of the service member to areas where these resources
are accessible. Family members expect to be provided with
quality professional care for their exceptional family member.
It is important to note that this program is one of many family
programs funded with special congressionally-appropriated funds.

A different set of programs listed in the comprehensive
family support system is resourced from Morale-Welfare-Recreation
(MWR) funds which are increasingly being forced to be more self-
sustaining. The move to self-sufficiency has caused costs to
rise for the service member family. Support programs, which at
one time were thought to be secure benefits, are now marketed as
the responsibility of the family. "If you want the program, you
must pay for it."

Still other programs on the list are either offered by
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volunteers or demand family volunteers to lead and man them if
the support program is to be offered. These are all volunteer
led and provided invaluable service for the family members during
Operation Desert Shield/Storm. The Gulf War demonstrated a
critical need which the Army must resource and build into the
force structure: the need to have rear detachment military
personnel to link the family to the deployed soldier and the
soldier’s unit.

This hodge-podge of programs with their varied and often
changing sources of resourcing continue to blur the fixing of
responsibility, and they do not work toward the partnership which
is envisioned in the Army philosophy. Sorting out some of the
difficulties and the fixing of responsibility is important
because family satisfaction is a major retention issue, and
family well-being is a critical readiness issue.

Sorting out some of the issues begins with an analysis of
the nature of the military organization and what "the total
commitment demanded by military service requires." The military
needs to continue to affirm the high cost of service and re-
emphasize the "Unlimited Liability Contract" the service member
has with the government. Military service has traditionally been
a profession which placed demands on the individual not to marry
or have a family.* The old adage, "If the Army wanted you to
have a family they would have issued you one," was enforced in
the conscript Army by low pay, payment in kind, and a highly

attractive and competitive retirement systenm.
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The decision by Congress to create and recruit an all-
volunteer force has, as a second and third order effect, created
a force with a significantly higher married content. The choice
to build an all-volunteer force places moral responsibility on
the Congressional leadership. Senior military leaders need to
assume moral responsibility for the policies they established and
acknowledge that their decisions have increased the
attractiveness of military service for married young people. They
have recruited single parents, they have established polices
which reward dual military couples, and they have assumed a
responsibility for military members and family members which
impact on readiness and retention.

Military sociologists have raised critical questions since
the beginning of the all-volunteer -:xperiment. Their major
concern is the relationship between a profession and an
occupation, a calling or a job.* This discussion is important
to revisit because of the total commitment demanded by military
service. The military is a called profession. The planners,
programmers and resourcers need to explore implications of
econometric solutions to philosophical and value problems.

During a period of constrained resources, family issues will soon
be pushed to the margin unless they are seen as essential to
mission fulfillment. If services cannot clearly delimit the
responsibilities and resources to build this comprehensive family
support system, they need a radical change in policies

controlling the married content of the force, or a new approach
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to family member programs and benefits.

A second issue is the nature of the environment which the
military creates in order to produce the soldiers it needs to
perform the mission. That environment social scientists define
as a "Total Institution." This sociological concept was
discussed earlier in this paper. It is important to repeat here
that all Total Institutions are characterized by their all-
encompassing tendencies. All Total Institutions have
difficulties with family care and in providing for family
support. Prisons, hospitals, asylums and monasteries all find
family support difficult because service to families is not part
of the institution’s basic and defining mission. One implication
for the Army is that at the most critical time of need for the
soldier and the family--going to war--the institution is least
likely to have the energy and resources to commit to the family.

In addition to being a Total Institution, the military is
also a "greedy" institution. As Mady Wechler Segal points out,

An institution is a set of interrelated norms
and rules governing some area of social life.
The study of military families involves
analysis of how two societal institutions--
the military and the family--intersect. Both
make great demands of individuals in terms of
commitments, loyalty, time, and energy; they
therefore have some of the characteristics of
what Coser calls "greedy" institutions.®

Segal points out that all social institutions depend on the
commitment of their members for survival, and they compete with

each other for the scarce resources members can dedicate to these

competing institutions. Most institutions in our society make
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only limited demands on persons as individuals, so that in modern
society institutional diversity and differentiation allow people
to move between institutions with limited time and resources.

Yet the modern world....continues to spawn
organizations and groups which....make total
claims on their members and which attempt to
encompass within their circle the whole
personality. These might be called greedy
institutions, insofar as they seek exclusive
and undivided loyalty and they attempt to
reduce the claims of competing roles and
status positions on those they wish to
encompass within their boundaries....Greedy
institutions are characterized by the fact
that they exercise pressures on component
individuals to weaken their ties, or not to
form any ties, with other institutions or
persons that might make claims that conflict
with their own demands.¥

Segal uses Coser’s definitions to demounstrate that both the
family and the military are greedy institutions. If we look at
the unusual pattern of demands the military makes on the service
members and their families, we can gain some additional insight
into some of the stress and distress experienced by commanders’
wives interviewed in this project. The role expectations placed
on the spouses have already been discussed earlier in this paper.
Looking here at the specific demands placed on lower enlisted
spouses, we may be able to understand more fully the pressure on
the commander’s spouse in meeting some of these needs. Segal

states,

..over the course of a military career, a
family can expect to experience all the
specific demands. Characteristics of the
life-style include risk of injury or death of
the service member, geographic mobility,
periodic separation of the service member
from the rest of the family and residence in
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foreign countries. T re are also normative
pressures directed on family members
regarding their rcles in the military
community.*®

Certainly the fear of risk of injury and death of the
service member figures heavily in the experience of the spouses.
Not only do the commanders’ spouses have to manage their own
anxiety and dread, but must face the questions, concerns and
fears of the other members of the unit. Every spouse interviewed
commented on training in casualty notification, grief training,
and their fears of having to assist a spouse who had lost a mate
in the conflict. Many expressed the strain caused by the reality
of war and the reality of possible loss. There is still anger in
many of the spouses at the stress caused by lack of training in
casualty notification.

Many of the spouses of the lower enlisted were on their
first Permanent Change of Station (PCS). This first dislocation

has its own peculiar problems which are felt most severely by the

younger spouses.

Less obvious and often less discussed in the
literature on military families is the first
move, which perhaps calls for the greatest
adjustment....the spouse’s first residence
during military service is usually away from
home. This has special implications for
young enlisted families because it is likely
to be the first time they are away from their
families of orientation and long-term
friends...All are geographically separated
from their usual interpersonal networks and
sources of social support....The place is
unfamiliar and one must learn one’s way
around...They also have the fewest military
institutional su?ports, such as family
housing cn post.”
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Separations cause loneliness, problems with children,
management of money, care of the car and apartment, loss of
social role in community and family, and a litany of other
problems. The spouse is now a single parent. In many cases the
spouse learns a sense of independence which raises questions
about dependencies in the relationship and questions about
wanting the relationship to continue. New-found independence can
cause as many problems as the fear and helplessness of being
overwhelmed at not being able to perform needed tasks or fulfill
commitments.

All these concerns and more were the daily and hourly
challenges of many spouses in the FSGs. The strain and stress
has had an effect. Some unit spouses related problems of
depression and bouts of drinking. Others related the fun times
they had with other spouses in the same units and the guilt they
felt for having fun. Their own family became more greedy at the
same time the military "family" also became more demanding of
time and resources.

At the 1991 Army Family Action Plan Planning Conference the
tension between the desire of the Army to care for families and
the need to meet the military mission was again evident, as was
the problem of resourcing family programs. The Chief of Staff
stated his philosophy: "Soldiers are entitled to the same
quality of life as is afforded the society they are pledged to
defend. The well-being of the soldier and family members will be

given equal consideration to readiness and leader development. "%
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At the same conference, Under Secretary of the Army John W.
Shannon pointed out that when President Bush ordered the launch
of Operation Desert Shield on August 2, 1990, no one asked
whether the family support group at Fort Bragg was up and
running. There was no time to dwell on issues of gender or
marital status; the primary focus had to be getting soldiers on
the ground--the mission comes first. Seventy-two hours later the
82nd Airborne Divisior said, "Don’t cross this line!" Shannon
urged the families "not to ask the Army to do things it cannot
resource, and do not give soldiers cause for expectations which
cannot be fulfilled."*

An examination of the Army budget for the next few years
will demonstrate that family programs are losing ground.*
Construction of facilities in the out-years is down considerably,
including high congressional interest items like child-care
facilities. Family programs are being cut back at the very
moment that the Army is celebrating the contributions of family
members to the success of Desert Shield/Storm. Family members
contributed time and effort to support programs which would have
cost the Army significant amounts of money had the Army purchased
these services. The universal acclaim being paid to family
members clearly demonstrates their importance to the readiness
and retention of quality people in the force.

The new code word "self-sufficiency" is being offered up as
the basis for a new philosophy for family support programs.

Self-sufficiency is a movement away from the previous philosophy
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of mutual responsibility. The services seem to be placing more
and more responsibility on the individual service member and the
family members. Self-sufficiency needs more definition and
analysis before it becomes the philosophical centerpiece for
military family policy and resourcing.

The movement to a smaller force provides the opportunity to
rethink family philosophy; but, that review should be thorough
and innovative. As units are consolidated at a reduced number of
major CONUS installations from which forces will be projected
world-wide, units will experience more frequent and sustained
training deployments. This will require a cohort of soldiers
with a great deal of commitment to the Army. This CONUS-based
force will be a densely "married" Army with resident families.
The Army must refocus family support and community policies to
enable families to identify with the unit’s mission and to
support and be supported by the deploying force. Communities
must be restructured to enhance family functioning. Restructured
communities need to be built on a philosophy which enhances the
family and supports the soldier as the mission is trained for and
performed.

If the services are going to move away from a comprehensive
family support system built on the social welfare model they need
to examine the nature of the military as a profession, the
unlimited liability contract, the nature of the military as an
institution, and the nature of dependency caused by our

philosophy of pay and entitlements. Such a review might open up
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a new way of performing family support.

The military services need to acknowledge and convince
Congress that part of the cost of an all-volunteer military force
is a force with a higher married content. The all-volunteer
force is a political, not a military, choice for which the
Congress must assume moral and fiscal responsibility. Congress
must acknowledge that military service does make demands on its
members which cause special family problems. These problems must
be addressed if the military is to be a ready force capable of
performing its military mission with institutional integrity.
True self-sufficiency is never a possibility for military
families because of the demands on the military member. An
independence for family members becomes possible, developed in a
system in which resources for independence are provided, and
where personal responsibility for families is clearly articulated
by the military services. Now is the time to begin to state that
policy and frame the programs to bring it to life in our military
communities.

The interviews with the spouses of these commanders proved a
fascinating reflection of the history of military spouses in the
Army. The spouses responded along a spectrum from accepting the
role of the commander’s spouse to anger and hostility at being
put-upon or taken for granted by the military. Most of them
preformed heroically during the Gulf War. Even those who felt
taken advantage of had stories which attested to their

willingness to help take care of members of the unit. At a
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spouse seminar in Lancaster, PA, sponsored by the Army War
College in January 1992, one group placed these words at the top
of a long list of things that had worked: "Spouses Did." That
received a great round of applause.

The vast burden of assistance fell on the shoulders of the
officers’ and senior non-commissioned officers’ spouses. One
major complaint made by these spouses was the dependency
demonstrated by enlisted spouses on the military system, almost a
demanding posture from them toward the senior spouses. The
demands made by some enlisted spouses were considered
unreasonable by these senior spouses. Many of the enlisted
spouses were young and not very socially skilled. However, this
dependency was more than a simple result of immaturity and youth.
The young spouses seemed to have been socialized to expect
assistance for almost everything, and, in some cases, had been
promised all kinds of help at the pre-deployment briefings. This
confluence of demands and promises is easy to understand when one
is aware of the several factors which historically determine role
expectations of the spouses. Allan Carlson, in The Family in
America examines the different roles for the officer’s svouse and
the enlisted spouse. He states the following of the ofi'icer’s
spouse:

Rather, in the Cold War era, the military
services sought to socialize wives and
children into a modified version of the
military model, regularizing their role as a
kind of special support system. In contrast
to the civilian world, military life
exhibited less tension between work place and

home, and women became associate members of
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The socialization of the officer’s spouse has a much longer
history than the socialization of the enlisted spouse.
early days of the Army the vast majority of spouses in the Army

were the officer’s spouses.

the services, their status fixed by husband’s
rank, and their roles prescribed by an
elaborate code of conduct. For officers’
wives, this basically meant adapting
unwritten customs for mass guidance and
education.®

Carlson notes that at one time,

"/Military wife’ meant ’‘officer’s wife.’"

The enlisted force did not become a married force until very

recently.

So,

The socialization of the families of enlisted
men occurred in a more direct, bureaucratic
manner. Simply put, the services crafted a
comprehensive welfare system, involving the
steady expansion of benefits which turned
both the man and his family into "military
dependents. "4

This basic tension in socialization processes has been

exacerbated by the new roles of women in the work place and

within the military society.

The spouses we interviewed felt this tension and many felt

that the Army was demanding more of the officer’s spouse at the

More broadly, the percentage of military
spouses (still mostly wives) in the general
labor market climbed from 30 percent in 1970
(compared to 41 percent of the civilians) to
52 percent in 1980 (compared to 51 percent of
civilians) and over 60 percent by 1988.
According to a study by Rand Corporation,
this was the most significant change in Army
family structure" during the period.®

same time that the rewards of the system were disappearing.

change in policy which no longer allows the rater to comment on

70

In the




the spouse in the Officer Efficiency Report (OER) took away a
reward that meant a great deal to some, but was odious to others.
Spouses knew that they were still part of the evaluation of the
military member.

For officers, marriage came to be considered

vital for career advancement and divorce,

detrimental. The ability of wives to take

part in military social rituals and volunteer

work had a powerful effect on their husbands’

advancement and success.%

While rewards today are less visible, the expectations to be
on the "Command Team" is very strongly felt by the spouses. This
is especially true because the spouse is part of the PCC at Fort
Leavenworth and other forums in which expectations are placed
upon them. Not all of this socialization is negative, however,
because, as Mady Segal points out, these normative constraints
help spouses belong in the system and in the community.

While wives may experience normative
constraints as pressures, wives benefit when
they are incorporated into the military
system. With their roles institutionalized,
wives have defined social identities and are
more readily integrated into the supportive
social networks. Such integrative social
mechanisms are likely to make important
contributions to personal well-being,
especially during stressful times such as
routine family separations, relocation, and
combat deployment.*’

The Command Team demands that the spouse of the service
member be involved in some form of support for other family
members in the unit. The Army has stressed that this role is not
and will not be defined, and that the spouse is free to

participate in whatever manner suits their circumstances.
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However, calling the Family Support Group the "Chain of Concern"
hints at a structure similar to that of the chain of command in
the unit. The vast majority of spouses felt that they had to be
central in the passing of information along to members of the
unit. The pressures to be involved are both subtle and not so
subtle. Most spouses do participate in support structures. The
level and commitment to the tasks varies tremendously among
spouses.

Many of the spouses had received training from the Army.
Most had gone to the PCC at Fort Leavenworth. The training was
well-received by most of the spouses. The major characteristic
of the training was that it was informational and not skills-
oriented. The information presented was helpful and most of the
spouses used the packets given them by making certain that unit
rosters, information letters, and welcome packets were prepared
for members of the unit.

The spouses were not prepared for the disappointments of
trying to get unit spouses to attend meetings and social events.
All the work and planning that went into the activities usually
met with limited results. The spouses began to question their
ability to enlist interest among the other spouses. Self-doubt
and some self-deprication was experienced by spouses. They made
some choices around their failures, or perceived failures. Some
spouses lowered their expectations, some became less committed
and didn’t try as hard, and others sought help by restructuring

the groups for different functions and enlisted the help of the
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unit to design ways to attract the soldier and the spouse.

According to the spouses, the information and training
provided at the PCC needs to be re-evaluated. When asked what
needed to be added, many were unable to make concrete
suggestions. If spouses are doing without adequate training,
maybe the Army needs to analyze the organization, missions and
functions necessary to have a Command Team that works well. 1In
some interviews, the possibility of training in operating and
managing volunteer groups was suggested. For many of the spouses
this suggestion was followed by interesting dialogue. Several
spouses asked to pursue the management of volunteer groups at a
different session. One spouse commented that no one had ever
taught her how to be a member of a volunteer organization or
analyzed with her how these groups functioned differently. Most
of her time was spent doing volunteer work, and she had never
analyzed those ygroups to determine how they work best.

In retrospect, the spouses felt that the PCC training lacked
the touch of reality that was most crucial. The training did not
hint at the reality of war and the demands of support when a
soldier-spouse goes off to war. The PCC training was more akin
to discussions of social support, not the hard reality of how
demanding the tasks were in wartime. "Make it real and pointed,"
they said. As they said it, they acknowledged that making it
real is difficult because of all the denial systems and
mechanisms people carry with them. Everyone thinks that war

happens to someone else, not to them.
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Many units had family support plans in place and some
organizational structure working. Those units that had a real-
world mission like the Special Operation Forces (SOF) and the
contingency forces had the best plans and the best working
structures. These organizations should be studied to see how
they train and socialize spouses. One fascinating observation
concerns the demand for information. When SOF units leave amd=
the spouses know that the mission is not to be discussed. Even
the fact that the spouse is gone is not to be broadcast. One
spouse said, "They leave at night and return at night." These
spouses have been socialized not to ask for location and mission.
They are no less anxious about their spouses, but they would not
think of asking where their spouses were lest they compromise
their spouses’ safety. Those spouses in more conventional units
were much more demanding of the system for information as to
locations in the desert. Spouses wanted to know where their
spouse’s unit was located and what it was doing. Many had no
concept of operational security.

Second-best plan:t wer> in those units which deployed often
for training at places like the National Training Center. Plans
were in place and practiced some, but the level of emotional
concern for a training exercise is not close to the intensity and
tempo of the real thing. These units did not practice in
peacetime the training with which they went to war. The two most
telling observations made by the spouses centered around

communications and rear detachment issues.
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When the unit went on training exercises the spouse could
expect at least some reqular contact with the deployed spouse.
The lines of communication from the training area to the
installation were in place and functioned well. If the spouse
had an emergency, or one of the unit spouses needed assistance,
the higher ech:=lons in the unit would ensure that the message was
received and answered. During training, members of the parent
organization and members of the other support units attached to
the battalion would make trips back and forth from the field so
that there was a constant flow of information. None of these
same things were possible in the Gulf War. The one overriding
concern of family members was information.

When the unit deployed for training, the commander left
behind one of his best officers or NCOs to take care of the rear
detachment. The spouse had confidence in the abilities of the
person left behind. When units deployed for Operation Desert
Shield, only the non-deployables stayed behind. As cne commander
stated, "We left behind the sick, the lame and the ugly." His
wife failed to appreciate the humor. Her response to him was,
"Is that what you really think about me and the rest of the
families? You leave behind a person not capable of caring for
us, worse yet an alcoholic!"™ Such comments from spouses were
common. The plans for family support were different on paper
than they were in the reality of peacetime training, and still
more different when the unit deployed for the real thing.

It is difficult to evaluate unit plans for family support
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because they were not executed as planned. Many changes and
modifications were implemented to meet the quickly changing
organizational landscape of a urit moving to war. The spouses
once again felt that the Army was paying lip service to the
family. Several felt abandoned by the flight of all able-bodied
personnel. Others felt that those left behind were a hindrance
and not a help. Many spouses had to learn the new support
mechanisms which were put into being as the need arose. No two
installutions seem to have organized in the same marner, and when
spouses talked to their network across the Army they were struck
by the differences. These many differences only heightened their
perceptions of family support as being "thrown together."

The spouses’ experiences with chaplains in the family
support groups were also mixed. Many groups used the chaplain to
conduct their family support sessions, so the chaplains were
usually preserit. There seemed to be few chaplains who were
central to the FSGs before the unit was alerted to deploy. The
activity of the chaplains increased as the FSGs did more
activities to prepare the soldier and family for deployment.
Chaplains were experienced as being on the periphery of family
issues. This fact seems supported by the interviews with the
commanders and the feedback from chaplains. The role of the
chaplain in support of the family is not clear. The TOE
chaplain’s focus is more often on the soldier than on the
soldier’s family.

This extends to the installation chaplains also. In most
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cases there was no hand-off of responsibilities from the TOE
chaplain to the TDA chaplain. The changes in installation
personnel, and the resulting turmoil, added to the lack of
continuity. Many spouses remarked on the lack of aggressiveness
on the part of chaplains who remained behind. Many felt that
there were too few chaplains on the installations to take care of
family concerns. Those spouses who attended chapel, and knew the
installation chaplain personally, experienced less frustration
than those spouses who did not have an on-post pastor or those
who worshipped in the unit chapel. The existing pastoral
relationship transcended the unit chaplain relationship. It was
an experience of loss for those with a more formal unit
relationship to their chaplain to not be informed of what
chaplain would cover their unit, or whether a chaplain would even
visit.

The relationship of the spouses to the installation
religious program needs much deeper investigation than is able to
be accomplished in this study. Some observations may indicate
areas which need study. A few installations chose to consolidate
religious services on the installation, while others tried to
keep as many programs going as possible. Both efforts met with
mixed reviews. Those spouses who commented negatively on
chaplains felt that, like the rest of the Army, the best
chaplains went with the units while those not-so-good stayed
behind. Those who received a reserve chaplain were disappointed

at the staff skills of that chaplain, while many complimented the
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reservist’s pastoral skills. Spouses did not have a clear
distinction about Chaplain Family Life and Family Assistance
Centers. Those who had relationships with the Chaplain Family
Life Center and the Family Life Chaplain before the deployment
used them and referred families to them. Those who did not,
simply lacked the knowledge about what Chaplain Family Life
programs could offer. The overall impression was that the
installation chaplains were there for emergencies and crises, but
not there for the various types of ministry needed in a
deployment for war. The family members expressed a need for more
chaplain support rather than less.

Spouses did not have much contact with the unit chaplain
after the unit deployed. Those chaplains with spouses who were
active in the unit Family Support Groups used their spouse as a
conduit for information. Some chaplains started newsletters in
the desert and sent them home. Most efforts on the part of the
spouse to usc the services of the deployed chaplain were for
serious family problems in the unit or for emergencies. Contact
was made in the best way possible and the spouses soon found the
best way. Spouses know how to "network" and make the system work
for everyone’s benefit.

The lack of knowledge about the religious programs provided
by installations is difficult to assess from this research. 1In
visits to the installations, the briefings received outlined
special programs and efforts on the part of the installation

chaplain to support families. Several of the spouses interviewed
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were from posts which had the very best of family ministry
programs, yet, these spouses did not seem to be aware they
existed. Data is not available to explain this contradiction,
however, the perceptior of the spouses is real and must not be
dismissed. 1Installation chaplains should investigate why the
many programs offered remained unknown to some battalion
commanders’ spouses.

The catalogue of rroblems related by the spouses ran from
the tragic, to the tragi-comic, to the humorous, to the
hilarious. Any listing would not do justice to the scope of the
problems and concerns. All of these problems are meant to be met
by, and resolved by, the Family Support Group with the assistance
of rear detachment and installation personnel. This is a tall
order, especially when the focus of effort is in the unit and is
done by volunteer spouses. It is urgently recommended that an
honest investigation be conducted into the family support
structures in the Army. It is not enough to thank and praise the
grand achievements of these spouses because most would not choose
to do this over again. Once was too much.

The Family Support Group needs to be analyzed and structured
so as not to be isolated from the rear detachment, the chaplain,
and the other installation resources. It should exist as part of
a network of support. Th2 Family Support Group performs at least
four functions: (1) advocates for the spouse; (2) shares
information; (3) establishes social functions; (4) provides

personal support and a network.
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The Family Support Group is the voice of the family member
to the military community. The installation chaplain must listen
to what the FSG is saying. The spouses advocate for each other
when the military community needs to hear the powerless spouse.
This function is exercised in many ways; but, here especially the
social rank of the commander’s spouse provides a ticket to a
hearing. This means that the commander’s spouse must be willing
to assume an adversarial role in the organization in order to get
the organization to act either compassionately or justly for the
soldier’s spouse. Many commander’s spouses are not comfortable
with that role, nor the feedback they often get when they are
forced into adversarial or mediatorial roles. Several spouses
resented having to wear their spouse’s rank, but often that was
the only way to get the job done. The Army needs to determine if
that is a role they want spouses to have in the Army of the
future. There are other approaches to accomplishing the same
function which could be designed into the installation support
structure. If that is a role for commanders’ spouses they need
to be trained in advocacy and mediation skills. They need to be
legitimated in that role, maybe as the Navy does with the
Ombudsman.

The FSG also dispenses information. In many cases the
telephone trees or the Chain of Concern is designed to be a one-
way communication notification system. As soon as demands for
information become two way communication these telephone trees

become overloaded. Other methods of information sharing need to
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be designed to dispense information. The spouses did not have
plans in place to gencrate alternate information sources, and
neither did most instal.ations. The rapid proliferation of
communication channels was amazing. In addition to 1-800 numbers
for the total Army, installations put hot lines into quick use.
Installations held major family briefings with phone hook-ups to
the deployed unit where possible, and video recordings were
exchanged between soldiers and families. The list of
communication ideas is lengthy, though there does not exist an
analysis of the information needs of the entire system.

Four communication issues from the spouse interviews will
illustrate some of the concerns. The first concerns a spouse
from Europe whose husband deployed with no desert uniforms, no
camouflage for his equipment, and without adequate training in
NBC operations. Spouses in the unit continually raised questions
at the FSG meetings about these three items. The commander in
the desert could not understand why spouses were concerned. The
reality is that this was a major concern of the commander who
worked very hard to get his equipment painted, and his soldiers
equipped and trained for desert warfare. The spouses knew that
these three things were important and they were reinforced in
their opinions about their importance each day on Cable Network
News (CNN). Spouses were concerned about the safety of their
soldiers. These three elements became a metaphor for them of the
security of their deployed spouse. No spouse wanted their

spouse’s unit to look like a forest moving through the desert,

81




and no spouse wanted disaster to follow a chemical attack. If
the Army indicates that something is important to the soldier’s
safety, it should expect the spouse to think that important also.
The commander who withheld information failed to understand that
these three items were a test of the Army’s concern for the
welfare of soldiers in the eyes of family members.

The ability to phone home from the desert was both a
blessing and a bane to the commanders’ spouses. They
individually and collectively saw the ability of the soldier to
communicate with the family as a very real problem. Soldiers and
families fought on the phone, ended marriages on the phone,
reported bad news to each other, and used phones to increase
family debt. Spouses feared out-of-channel notification
concerning wounded or killed soldiers more than anything else.
They also did not get to talk to their own spouse as much as did
other members of the unit. Commanders were too busy to wait in
lines to make telephone calls, and if a phone was not convenient
the call did not get placed. Clearly, phones in the desert
provided a form of communication which the Family Support Group
could not control, but which impacted on their communications and
support of each other.

Notification of the next of kin was a concerr of nany of the
spouses. They attended classes on notification procedures and
had classes in the Family Support Groups. Misinformation was a
very real problem for many of the spouses. Many felt the system

was broken, especially notification regarding those wounded in
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action. Spouses had difficulty enough handling the prospect of
visiting friends whose spouses may have been injured or killed,
aside from fear of a notification system that might malfunction.
Spouses were not clear about the chaplains role in casualty
notification.

Finally, spouses have their own network of friends and
former acquaintances which provides a marvelous and expansive
information net. These spouses can check the accuracy of
information they receive within minutes from the most reliable of
insider sources. They also know small communities of people from
the same branch and usually can pinpoint casualties long before
the notification process even begins. These systems make it
imperative that communications from the military structure be as
accurate and timely as possible. If information is received that
is not accurate, faith in the system is weakened. If information
on casualties can be identified by the unit before that
information leaves the theater, the burden of waiting for formal
identification and notification intensifies.

If the system is to process information in a timely and
effective manner, the Family Support Group needs the assistance
of the Army and the Army needs the assistance ot the Family
Support Group in analyzing information needs, processes, and
building a taxonomy of information systems.

A third function of the Family Support Group is the
establishment of social contacts. These are means to bring unit

personnel together for social functions, for training, for
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information sharing, and for organizational activities. Spouses
were most creative in this area. Most of them knew how to plan
and arrange these kinds of events. Getting people to attend was
the biggest concern. Many did very innovative things to get
people out to meetings. The entire unit must be part of this
process. The spouses indicated that the other spouses would
attend if they and the soldier got some tangible reward out of
making the effort.

The final area of building personal support and networks is
the most difficult. Much frustration is caused as attempts are
made to try to assist in this area. Some research shows that
spouses do have friends and associates to whom they turn in
moments of crisis. The spouses reported the tremendous support
many of the spouses received from friends and families. Most
spouses usually came to the unit for those things with which the
unit alone could help them. Those with no support systems looked f
to the commander’s spouse for friendship. They received problem
solving, but not friendship. This function needs to be examined
very carefully and realistically so that the Family Support Group
doesn’t take on expectations and measures of success which are
not attainable.

According to the spouses the rear detachment elements need
attention. They understand the desire of soldiers to go to war
with the unit and that no commander wants to punish good soldiers
by keeping them out of the battle; but, the burden of

administration and support for those who remain behind is too
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great a responsibility to be left to makeshift organizations.
Spouses continue to test the sincerity of the Army. They

are realistic and committcd people, but they are not willing to
disadvantage their own family well-being for a capricious system.
The spouses will do what they have to do because they love their
soldiers and care about the careers their soldiers have chosen.
They know the sacrifices military life demands. More
importantly, they live out a tens‘on which will not hold forever.

Edna Hunter, the grand old lady of military

family studies, speculated in 1982 that the

Cold war family system had actually spawned

the attitudes now shaking its foundations:

while the military wife had been expected to

place herself in service to her husband’s and

the military’s needs, the system also

required "an independent, self-sustaining,

liberated woman" if it was to accomplish the

mission. This tension could not hold

forever.4

The commanders and commanders’ spouses stressed in the

interviews their perception that military families make excessive
demands on the system. The perception that the military would
supply for all the needs of the family members causes heavy
burdens on the command team. "The Army takes care of its own" is
a slogan that does not lend itself to an exact definition. The
stories of assistance requested and provided from needs born of
genuine emergencies were told with compassion and concern by the
spouses interviewed. Those requests for assistance in the form
of demands which seemed unreasonable were related as irritants

and affronts to both the commanders and the spouses. There was a

note in the voices of many of the spouses of being put-upon.
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This was commonly stated in a manner which indicated that some
spouses seemed dependent on the military in ways unhealthy for

the FSG, and unhealthy for the individuals making the requests.

CONCLUSION

The data collected in this project was gathered from a small
sampling of officers, their spouses, their chaplains, a few
select senior chaplains and other UMTs on four major
installations. It is dangerous to try to generalize from so
limited a population and claim scientific rigor, however, much of
what was heard resonates with other research findings. What was
heard conforms to intellectual concepts and theories which have
previously been developed as scholars have analyzed the military
chaplaincy. This research was targeted on some very specific
issues which have been studied by other researchers, in order to
have a standard against which the data in this paper could be
evaluated.

The Gulf War deployment was not studied because it was
thought that the United States Army would participate in a
massive deployment like Operation Desert Shield/Storm in the near
future. Changes in the world’s political landscape in the past
few months suggest that this deployment might in fact be an
anomaly, and that we will not participate in a major effort like
this in the near future. The purpose of this paper, however, was
designed to analyze this deployment in order to test current

doctrine and determine what future Army missions will demand for
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delivery of guaranteed rights of the free exercise of religion to
soldiers and their families. One problem with most military
lessons learned is that they tend to focus backward and not
forward. The tendency is to plan to fight, thinking about war in
the light of experiences and metaphors from the last conflict
fought. The real value of lessons learned from this conflict
will be to use them in determining a correct vision of the future
in order to create necessary changes in doctrine, policy and
plans.

The intellectual theories and concepts used to develop
current doctrine seem correct in light of our interviews. The
efficacy of religious services and the power of the ministry of
presence was very evident in all interviews conducted.

Commanders wanted the presence of a chaplain in the unit simply
to be there with the soldiers. The presence of the chaplain has
added value to units which cannot be measured in the usual
statistical ways. A chaplain brings a presence to the soldier
which symbolizes the security and comfort of religious faith.

The doctrine of Forward Thrust validates that this presence
should be with those soldiers who are most in harm’s way. There
is a sense on the part of commanders who did not have chaplains
that they were disadvantaged by not having their own chaplain.
Many commanders encouraged the interviewers to recommend that the
Army re-think some decisions about where chaplains are placed in
the force structure. A major caution which was received from

these interviews is how the Chaplain Corps handles the assignment
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of chaplains to task forces and to medical

units. In the task

forces deployed in Special Operations units, the absence of a

chaplain was felt more than the presence of a chaplain. 1In the

medical companies, chaplains were assigned
patient load, not to assist in ministry to
medical units. Both SOF and medical units
difficult missions needing the services of

Who the chavlain is as a professional

religious awe surrounding things religious

on the basis of

the members of these
face peculiar and
chaplains.

clergy person and the

cause many commanders

to deal with their chaplains in a manner quite different from

other staff officers. Those commanders who had experienced

strong chaplains early in their careers, or who were themselves

dedicated to the practice of their faith, tended to give more

guidance to their chaplain. They were more willing to discuss

religious ministry as they envisioned it for their command.

Other commanders were less active in discussions with chaplains

about religious ministry, deferring to the

initiative and

professionalism of the chaplain. Interviews ascertained that

commanders are aware of the tension which exists for the chaplain

between allegiance to two institutions. Commanders did not want

to tread into the realm of the sacred where they had limited

expertise. These same commanders, however, were willing to give

guidance to chaplains who did not perform with the soldierly

skills necessary to the conduct of the mission.

While chaplain doctrine is correct in locating the chaplain

far forward in the battlefield, commanders described for the
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interviewers a picture of the fluid nature of the battlefield and
the complexity of changing missions. Where the chaplain needs to
be located on the battlefield at any given period is dependent on
many different factors upon which no inflexible rules should be
imposed. Chaplain doctrine should be a selection of scenarios
built on the realities defining the critical considerations a
commander and chaplain need to discuss in a collaborative
decision making process. The unit, the mission, the proximity to
medical treatment, the danger, and command and control are all
important considerations in deciding where the commander might
wish to locate his chaplain during the conduct of the battle.

The shortage of Roman Catholics priests in the Army, as well
as how well Roman Catholic soldiers were able to practice their
religion, is the greatest test of our DRS and GRS doctrine.
Reports by commanders on GRS are mixed tales of grand successes
and failures. Commanders understand the difficulty of providing
religious coverage for all their soldiers, and they appreciate
the efforts of chaplains to coordinate a difficult and complex
effort. Success was usually due to the efforts of brigade and
division chaplains in attending to this task by very deliberate
planning and coordinaticsi. Where there was no intentionality,
there was ineffective execution of the mission. The crucial need
is to place Roman Catholic chaplains in the organization’s most
strategic places ensuring that they have logistical and
transportation support to provide necessary ministries.

The figures stated above by the Chaplain Corps Combat
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Developers on GRS proved to be conservative. Division and corp
chaplains described the demands for coverage as larger than they
had ever envisioned. (See Appendix L-3) A brigade chaplain
position is more than justified to coordinate the efforts of many
UMTs providing ministry to so many coldiers.

Neither commanders nor chaplains commented much on the
problem of combat fatigue. The biggest request for a review of
doctrine came from those commanders who had units with graves
registration personnel assigned, or those whose soldiers had to
recover bodies from the battlefield. These soldiers were under
tremendous stress and needed ministry very badly. It is
difficult to assess why so little was discussed or recounted
about incidents of battlefield stress. Apart from talking about
the effect of family problems on soldier performance there was
not much other discussion of stress issues. Commanders related
that their units were very busy most of the time. Boredom was
experienced while waiting for equipment to arrive or waiting to
redeploy after the war.

The Irmy is quickly developing new concepts for how it will
fight in the future. The most significant strategic change will
be the way we station the Army to perform the mission. We are
moving from an Army characterized by the demonstration of our
commitment to world security, by a show of resolve with a large
forward presence, to an Army and military system which will
demonstrate that resolve with an ability to project the force

into those areas where the security and interests of the United
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States is threatened. The withdrawal of forward deployed forces,
especially from Germany, is speeding up as the need to manage the
military force in a changing world and fiscally constrained
environment impacts on the size and structure of the force.

Projecting the force and the creation of a smaller CONUS-
based Army will generate some significant changes. These changes
will be felt in all parts of the crganization and by all people
in the organization. Some of these changes need to be explored
and analyzed for the implications which they have on ministry;
and, other changes in chaplain doctrine.

The beginning of change can already be seen in an
examination of how the Army will base itself in contingency
forces. The majority of forces will be stationed on fewer bases
with a longer period of time on-station and less PCS moves.

These contingency forces will demand a high state of
professionalism and a hign degrees of readiness. Soldiers will
deploy more for training, practicing quick response time and the

logistical discipline necessary for mission accomplishment.

Chaplains in contingency force units will experience more
movement and training in brigade task force configurations. The
brigade task forces will deploy and operate as task forces, or be
attached tc other brigades designated as the first to deploy.

The chaplaincy must test its doctrine to ensure that these task
forces have the religious support necessary to achieve the
mission. Technical chains of command must also be determined to

ensure that senior chaplain structures are in place to coordinate
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GRS. The brigade will become a more important unit in the
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